National Emergency Training Center
16825 S. Seton Avenue
Emmitsburg, MD 21727-8998
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Dear National Fire Academy Student:

Welcome to the Organizational Theory in Practice course. You will be attending an intense theoretical, yet
practical course during your 2-week stay at the U.S. Fire Administration’s National Fire Academy (NFA).
The goal of this course is to provide you with knowledge about the theoretical basis for organizational
practices. “Organizational Theory” is a way of applying tested and generalized information, which can aide
you, as a manager, in understanding what goes on in your department, and planning for the future.

Pre-course Assignment:

A pre-course reading of the book, Young Men and Fire by Norman Maclean, University of Chicago Press,
1992, is required. Any good book store or library should be able to supply it to you or order it for you. This
is a true story about the 1949 Montana Mann Gulch Fire. The book helps us understand how theory and
practice contributed to this tragedy and loss of 13 firefighters. Read this book before coming to class. The
book is also available on audiotape, which is an acceptable alternative to reading. Another required reading,
before attending class, is the enclosed article by Dr. Karl Weick “The Collapse of Sensemaking in
Organizations: The Mann Gulch Disaster.” In the article, Dr. Weick illustrates the application of theory to
explain practices. The book and article will be used throughout the course as a case study of theory in
practice.

Materials to Bring to NFA:

To complete the Organizational Theory in Practice course, you must bring the following documents. You
will be using these materials during the class to analyze and apply what you have learned.

1) Your mission statement and sample of your organization’s goals and objectives

2) Five years of statistical data: fire dollar loss, number of fires and fire injuries (If your annual reports
for the past 5 years would be useful, please bring those.)

3) Your organizational chart (indicating functional lines of responsibility and authority)
Depending on the size of your organization, these materials may be documents published by the department or by

the division with which you are associated. If you do not bring the documents, you will need to have them sent
by your department to NFA, so you can participate in the class.



Course Project:

This information will be used in a project for which you will identify a problem in your department or
division over which you have some influence, develop a solution for the problem, and write a report
discussing your implementation of the solution in your department. The report is due 6 months after the class
ends. This report will allow you to apply the concepts you will learn during the course. This report is an
integral part of the course, and you will receive feedback from your instructors and your peers during the
class. Completion of the 6-month report to the satisfaction of the instructors is required before you receive
your Certificate of Achievement. If you do not submit your report or if you receive an unsatisfactory grade,
you will fail the course. Failing an NFA resident course makes you ineligible for a student stipend on your
next trip to the Academy. Refer to the course catalog section on “Student Failure” for more information.
Another requirement is that you pass the final examination. Finally, you will be expected to participate in
class discussions and complete daily homework assignments. A list of these requirements is in the next
section.

Course Requirements for Completion:

Pre-course readings: Young Men and Fire and “The Collapse of Sensemaking: The Mann Guich
Disaster”

Propose project

Pass final exam

Participate in class discussions

Complete daily homework

Complete 6-month report on project

During the course, you will be issued a laptop computer on which to conduct some of the course work.
Specifically, you will use Microsoft Word and Microsoft Excel. No previous knowledge or experience with
computers or software is needed. Please feel free to bring your own laptop and software if you wish.

A Student Computer Lab is located in Building D and is available for all students to use. It is open daily with
technical support provided in the evenings. This lab uses Windows XP and Office 2003 as the software
standard.

If you do not have the data outlined above in this letter, or if you have any questions about materials and
requirements, please contact Dr. Burton A. Clark, Training Specialist for the Management Science
Curriculum, at (301) 447-1069 or email at burt.clark@dhs.gov.

Sincerely,

Dr. Denis Onieal, Superintendent

National Fire Academy
U.S. Fire Administration


mailto:burt.clark@fema.gov

The Collapse of
Sensemaking in
Organizations: The
Mann Gulch Disaster

Karl E. Weick
University of Michigan
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The death of 13 men in the Mann Gulch fire disaster,
made famous in Nerman Maclean's Young Men and
Fire, iz analyzed as the interactive disintegration of role
structure and sensemaking in a minimal organization.
Four potential sources of resilience that make groups
less vulnerable to disruptions of sensemaking are
proposed to forestall disintegration, including
improvisation, virtual role systems, the attitude of
wisdom, and norms of respectful interaction. The
analysis is then embedded in the organizational literature
to show that we need to reexamine our thinking about
temporary systems, structuration, nondisclosive
intimacy, intergroup dynamics, and team building.®

The purpose of this aricle is to reanalyze the Mann Gulch
fire disaster in Montana described in Norman Maclean's
(1992} award-winning book Young Men and Fire 1o illustrate
a gap in our current understanding of arganizations. | want to
focus on two guestions: Why do organizations unravel? And
howe can organizations be made more resilient? Befare daoing
so, however, | want to strip Maclean’s elegant prose away
fram the events in Mann Guich and simply review them to
provide a context for the analysis.

THE INCIDENT

&5 Maclean puts it, at its heart, the Mann Gulch disaster is a
story of a race (p. 224). Tha smokejumpers in the race .
lexcluding foreman “Wag' Wagner Dodge and ranger Jim
Harrison) were ages 17-28, unmarned, seven of them were
farestry students {p. 27). and 12 of them had zeen military
service (p. 220). They were a highly select group (p. 27) and
often described themselves as professional adventurers (p.
26).

A lightning storm passed over the Mann Guich area at 48
on August 4, 1949 and is believed to have set a small fire in
a dead tree. The next day, August 5, 1949, the temperature
was 97 degrees and the fire danger rating was 74 out of a
possible 100 {p. 42), which means "explosive potential” {p.
749} When the fire was spotted by a forest ranger, the
smokejumpers were dispatched 1o fight it. Sixten of them
flew out of Missoula, Montana at 2:30rM in & C-47 transport.
Wind conditions that day were turbulent, and one
smokejumper got sick on the airplane, didn't jump. returned
to the base with the plane, and resigned from the
smokejumpers as soon as he landed [“his repressions had
caught up with him,” p. 51). The smokejumpers and their
cargo were dropped on the south side of Mann Gulch at
4:10pm from 2000 feet rather than the normal 1200 feet,
due to the turbulence (p. 48). The parachute that was
connected to their radio failed to open. and the radio was
pulverized when it hit the ground. The crew met ranger Jim
Harrisen who had been fighting the fire alone for four hours
ip. 62}, collected their supplies, and ate supper. About 5:10
{p. 67} they started to move along the south side of the
gulch to surround the fire {p. 62). Dodge and Harriscn,
however, having scouted ahead, were worried that the thick
forest near which they had landed might be 2 “death trap™
ip. B4). They told the second in command, William Hellman,
to take the crew across to the north side of the guich and
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Mann Guich

march them toward the river along the side of the hill. While
Hellman did this, Dodge and Harrison ate a quick meal.
Diodge rejoined the crew at 5:40eM and took his position &t
the head of the line moving toward the river. He could see
flames flapping back and forth on the south slope a5 he
locked to his left (p. 69).

A1 this point the reader hits the most chilling sentence in the
entire book: “Then Dodge saw it!" (p. 701 What he saw
was that the fire had crossed the guich just 200 yards ahead
and was moving toward them (p. 701. Dodge turned the
crew around and had them angle up the 7é-percent hill
toward the ridge at the top {p. 1751 They were soon moving
through bunch grass that was two and a half feet tall and
were quickly losing ground to the 30-foot-high flames that
were soon moving toward them at €10 feet per minute {p.
274), Dodge yelled at the crew to drop their tools, and then,
to everyone's astonishment, he [it a fire in front of them and
ordered them to lie down in the area it had burned. Mo one
did, and they all ran for the ridge. Two people, Salles and
Aumsey, made it through a crevice in the ridge unbumed,
Hellman made it over the ndge bumed horribly and died at
noon the next day, Dodge lived by lying down in the ashes
of his escape fire, and one other person, Joseph Sylvia, lived
for a short while and then died. The hands on Harmson's
watch melted at 5:56 (p. 90}, which has been treated
officially as the time the 13 people died.

After the fire passed, Dodge found Sallee and Rumsey. and
Rumsey stayed to care for Hellman while Sallee and Dodge
hiked out for help. They walked into the Meriwether ranger
station at 8:50pm {p. 113), and rescue parties immediately
set out 1o recover the dead and dying. All the dead were
found in an area of 100 yards by 300 yards {p. 111). |1 ook
450 men, five maore days to get the 4,500-acre Mann Gulch
fire under control {pp. 24, 33). At the time the crew jumpad
on the fire, it was classified as a Class C fire, meaning its
scope was between 10 and 99 acres,

The Forést Service inquiry held after the fire, judged by
many to be inadequate, concluded that “there is no
evidence of disregard by those responsible tor the jumper
crew of the elements of risk which they are expected 1o
take into account in placing jumper crews on fires.” The
board aleo felt that the men would have been saved had
they “heeded Dodge's efforts 10 get them to go into the
escape fire area with him” {guoted in Maclean, p. 151).
Several parents brought suil against the Forest Service,
claiming that people should not have been jumped in the
first place (p. 149), but these claims were dismissed by the
Minth Circuit U.S, Count of Appeals, where Warren E, Burger
argued the Forest Service's case (p. 151).

Since Mann Guich, there have been no deaths by burning
among Forest Service firefighters, and people are now
equipped with backup radios (p. 219), better physical
conditioning, the tactic of building an escape fire, knowladge
that fires in timber west of the Continental Divide burn
differently than do fires in grass east of the Divide, and the
insistence that crew safety take precedence over fire
SUPPression.
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THE METHODOLOGY

Among the scurces of evidence Maclean used to construct
this case study ware interviews, trace records, archival
records, direct observation, personal experignce, and
rmathematical models.

Since Maclean did not begin to gather documents on Mann
Gulch until 1976 (p. 156} and did not start to work in eamest
on this project until his seventy-fourth binthday in 1977, the
lapse of almost 28 years since the disaster made
interviewing difficult, especially since Dadge had died of
Hodgkin's dizease five years after the fire (p. 106). Maclean
located and intervieswed both living witnesses of the blaze,
Sallee and Rumsey, and persuaded both to accompany him
and Laird Robinson, & guide at the Smokejumper base, on a
visit back to the site on July 1, 1878, Maclean also knew
Dadae's wife and had talked to her informally {p. 40). He
attempted 1o interview relatives of some who lost their lives
but found them too distraught 27 years later to be of much
help ip. 154). He alse atternpted o interview {p. 239) a
member of the Forest Service inguiry team, &. J. Cramer
who, in 1951, had persuaded Sallee, Aumssy, and ranger
Aobert Jansson to alter their testimony about the timing of
key incidents. Cramer was the custodian of seven or eight
watches that had been removed from victims {p. 233), only
one of which (Harrison's} was refeased and used as the
official time of the disaster {5:56fu). To this day it remains
unclear why the Forest Service made such 2 strong effart 1o
locate the disaster closer to 6:00r than to 5:30, which was
suggested by testimony from Jansson, who was near the
river when the fire blew up, and from a recovered watch
that read 5:42. Maclean had continuing access 1o two Forest
Sarvice insiders, Bud Mocre and Laird Robinson (p. 162). He
glso interviewed experts on precedents for the escape fire
ip. 104) and on the nature of death by fire (p. 213},

The use of trace records, or physical evidence of past
behaviors, is illustrated by the location during a 1975 trip to
the gulch, of the wooden cross that had been placed in 1942
to mark the spot where Dodge lit his escepe fire {p. 208),
The year before, 1978, during the trip into the guich with
Sallee and Rumsey, Maclean located the rusty can of
potatoes that had been discarded after Hellman drank its
salty water through two knife shits Rumsey had made in the
can {p. 173). He also located the flat rocks on which Hellman
and Sylvia had rested while awaiting rescue, the juniper tree
that was just beyond the crevice Sallee and Rurmnsey
sgueezed through on the ridge (p. 207). and Henry Thal, Jr.'s
flashlight {p. 183). Considering the lapse of time, the
destructive forces of nature over 28 yesars, and the power of
& blowup fire to melt and displace everything in its path,
discovery of these traces is surprising as well as helpful in
reconstructing events.,

Archival records are crucial to the development of the case,
although the Forest Service made a considerable effort after
its inquiry to scatter the documents (p. 153) and to classify
mast of them "Confidential ” {p. 158), perhaps fearing it
would be charged with negligence. Records used by
haclean included statistical reports of fire suppression by
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smokejurnpess in Forest Service Region 1 le.q., p. 24); the
repor of the Forest Service Board of Review issued shorly
aiter the incident (dated September 23, 1949, which many
felt was 1o scon for the board to do an adequate jobl;
staterments made to the board by people such as the C-47
pilot, parents of the dead crew [p. 150}, and the spotter on
the aircraft {p. 42); court reports of litigation brought by
parents of smokejumpers against the Forest Service;
photographs. virtually all of which were retrieved for him by
wwamen in the Forest Service who were eager to help him
tell the story (p. 160); early records of the smokejumpers
organization, which was nine vears old at the time of the
disaster; reports of the 1357 task force on crew safety (p,
221}; and contemporary reports of the disasier in the media,
such as the report in the August 22, 1949 issue of Life
magazine. ;

Diract observation occurred during Maclean's three visits 1o
Mann Guich in 1976, 1977, and 1978 (p. 189}, trips made
much more difficult because of the inaccessibility of the area
lpp. 191-192). The most impaortant of these three visits is
the trip to the gulch with Sallee and Rumsey, during which
the latter pair reenacted what they did and what they saw
intermittently through the dense smoke. When their
accounts were matched against subsequent hard data (e.g.,
their estimation of where Dodge hit his escapc fire compared
against discovery of the actual cross planted in 1948 to mark
the spot), it was found that their reconstruction of events
prior to the time they made it to safety through the crewce
15 less accurate than ther memory for events and locations
after they made it 1o gafety. This suggests to Maclean that
“we don't remember as exactly the desperate moments
when our lives are in the balance a5 we remember the
moments aftar, whan the balance has tipped in our favor”
(p. 212). Direct chservation also occurred when Maclean and
Robinson themselves hiked the steep slopes of Mann Gulch
under summer conditions of heat and slippery, tall grass that
resembled the conditions present in the disaster of 18489,
The two men repeatedly compared photos and maps from
1949 with physical outcroppings in front of them to sea
more clearly what they were looking a1 (2.9, photos
misrepresent the steepness of the slope. p. 175). There
were also informal experiments, as when Rod Norum, an
athlete and specialist on fire behavior, retraced Dodge's
route from the point at which he rejoined the crew, moved
as fast as possible over the route Dodge covered, and was
unable 1o reach the grave markers as fast as the crew did (p.
67). During these trips, Maclean took special note of
prevailing winds by cbserving their efiect on the direction in
which motted timber fell. These observations were used o
build a theory of how wind currents in the gulch could have
produced the blowup (p. 1330

Personal experience was part of the case bacause, in 1949,
Maclean had visited the Mann Gulch fire while it was =till
burning {p. 1). Maclean also was a Forest Service firefighter
inot a smokeajumper) at age 15 and nearly lost his life in the
Fish Creek fire, a fire much like the one in Mann Guich (g,
4). Maclean also reports using his practical expenence as 3
wodsman to suggest initial hypotheses regarding what
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happenad at Mann Gulch leg., he infers wind patterns in the
gulch from observations of unusual wave action in the
adjacent Missouri River, p. 131).

Having collected data using the above sources. but sl
feeling gaps In his understanding of precisely how the race
betwsen fire and men unfolded, Maclean taught himself
mathematics and turned to mathematical modeling. He
worked with twa mathematicians, Frank Albini and Richard
Rothermel, who had built mathematical models of how fires
spread. The group ran the predictive models in reverse 1o
see what the fire in Mann Gulch must have been like to
generate the reports on its progress that were found in
intervigws, reports, and actual measurements. I11s the
combination of output from the model and subjective repors
that provide the revealing time line of the final 168 minutes
ipp. 267-277). :

If these several sources of evidence are combined and
assessed for the adequacy with which they address
“sources of invahdity,” it will be found that they combat 12
of the 15 sources listed by Runkel and McGrath {1972 151)
and are only 'moderately vulnerable” to the other three. Of
course, an experienced woodsman and storyteller who has
“always tried 1o be accurate with facts™ [p. 259} would
axpect that, The rest of us in prganizational studies may be
pardoned, however, if we find those nurmbers & good reascn
to take these data seriously.

COSMOLOGY EPISODES IN MANN GULCH

Early in the book {p. B5), Maclean asks the gquestion on
which | want to focus: “what the structure of a small outfit
should be when its business is to meet sudden danger and
prevent disaster.” This question is timely because the work
of organizations is increasingly done in small temporary
outiits in which the stakes are high and where foul-ups can
have serious consequences {Heydebrand, 1988, Ancona and
Caldwell, 1992), Thus, if we understand what happened at
Mann Gulch, we may be able 1o learn some vaiuable lessons
in how to conceptualize and cope with contemparary
organizations. 2

Let me first be clear about why | think the crew of
smokejurnpers at Mann Gulch was an organization. First,
they have a series of interlocking routines, which is crucial in
Westley's (1920: 339) definition of an arganization as ~'a
series of interlocking routines, habituated action patterns
that bring the same pecple together around the same
activities in the same time and places.” The crew at Mann
Gulch have routine, habituated action patierns, they come
tegether from a comman pocl of people. and while this sot
of individual smokejumpers had not come together at the
same places or times, they did come together around the
same episodes of fire. Westley's definition suggests it
doesn’t take much to qualify as an organization. The other
side is, it also may not take much to stop being cne.

Second, the Mann Gulch crew fits the five criteria for 2
simple organizational structure proposed by Wintzberg
{1983: 158). These five include coordination by direct
supervision, strategy planned at the top. little formalized
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behavior, crganic structure, and the person in charge tending
to formulate plans intuitively, meaning that the plans are
generaily a direct "extension of iz own personality.”
Structures like this are found most often in entrepransunal
firms.

And third, the Mann Gulch crew has “genanc subpectmaty”
(Wiley, 1988), meaning that roles and rules exist that enzble
individuals to be interchanged with little disruption 10 1he
ongoing pattern of interaction, In the crew at Mann Gulch
there ware at least three rales: leader, second in command,
and crewmember. The person in the lead sizes up the
situation, makes decisions, yvells orders, picks trails, sets the
pace, and identifies escape routes {pp. 65-86). The second
in command brings up the rear of the crew as it hikes,
repeats orders, sees that the orders are understood, halps
the individuals coordinate their actions, and tends o be
closer to the crew and more of a buddy with them than
does the leader. And finally, the crew clears a fire hne
around the fire, cleans up after the fire, and maintaing trails,
Thus, the crew at Mann Gulch is an orgamzation by wirlue of
a role structure of interlocking routines.

| want to argue that the tragedy at Mann Gulch alens us to
an unsuspected source of vulnerability in organizations
Minimal crganizations, such as we find in the crew a1 Mann
Guich, are susceptible to sudden losses of meaning, which
have been variously described as fundamental surprises
{Reason, 1990} or events that are inconceivable (Lanir, 1983,
hidden {Westrerm, 1982), or incomprahensible (Perrow,
1984). Each of these labels paints to the low probatilty that
the event could occur, which is why it 13 meaningless Bul
these explanations say less about the astonishment of the
perceiver, and even less about the perceiver's inabilivy 1w
rebuild some sense of what is happening.

To shift the analytic focus in implausible events from
probabilities to feelings and social construction, | have
borrowed the term “cosmology” from philosophy and
stretched it. Cosmology refers to a branch of philosophy
often subsumed under metaphysics that combines ranonal
speculation and scientific evidenca to understand the
universe as a totality of phenomena. Cozmalogy i3 the
ultimate macro perspective, directed at issues of time,
space, change, and contingency as they relate to the origin
and structure of the universe. Integrations of these issues,
howewver, are not just the handiwark of philesophers. Others
also make their peace with these issues, as reflected in
wehat they take for granted. People. including those who are
smokejumpers, act as if events cohere in time and space
and that change unfolds in an orderly manner. These
everyday cosmologies are subject to disruption, And when
they are severely disrupted. | call this a cosmology episode
(Weick, 1985: 51-52). A cosmology episode occurs when
people suddenly and deeply feel that the universe is no
longer a rational, orderly systemn. What makes such an
episode =0 shattening is that both the sense of what i5
occurring and the means to rebuild that sense collapse
together,

Sated more infarmally, a cosmaology episode feels like vu
jadé—the opposite of déja vu: I've never been here befare, |
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have no idea where | am, and | have no idea who can help
me. This is what the smokejumpers may have felt
increasingly as the afternoon wore on and they lost what
little organization structure they had to start with. As they
last structure they became more anxious and found it harder
to make sense of what was happening, until they finally
were unable to make any sense whatsoever of the one thing
that would have saved their lives, an escape fire. The
disaster at Mann Gulch was produced by the interrelated
collapse of sensemaking and structure. If we can understand
this collapse, we may be able to forestall similar disasters in
other organizations.

Sensemaking in Mann Gulch

Although most organizational analyses begin and end with
decision making, there is growing dissatisfaction with this
orthodoxy. Reed (1991} showed how far the concept of
decision rmaking has been streiched, singling out the
patching that James G. March has doneg in recent
discussions of decision making, March {1983: 14) wrote that
"dacision making is a highly contextual, sacred activity,
surrounded by myth and ritual, and as much concerned with
the interpretive order as with the specifics of particular
choices.” Reed (1991: 561) surmmarized hMarch this way:
“decision making preferences are often inconsistent,
unstable, and externally driven; the linkages between
decisions and actions are loosely-coupled and interactive
rather than linear; the past is notorously unreliable as a
guide 1o the present or the future; and . . . political and
symbolic considerations play a central, perhaps overriding,
role in decision making.” Reed wondered aloud whether, if
March is right in these descriptions, decision making should
continue to set the agenda for organizational studies. At
some point & retreat from classic principles becomeas a rout.

There have been at least three distingt responses to these
prabiems. First, there has been a shift, reminiscent of
Meisser and Winograd's {1988) work on memaory. toward
examining naturalistic decision making {Orasanu and
Connaily, 1933}, with more attention 1o situational
assessment and sensemaking (Klein, 1993). Second, people
have replaced an interest in decision making with an interest
in power, noting, for example, that “power 15 most
strategically deployed in the design and implementation of
paradigmatic frameworks within which the very meaning of
such actions as ‘making decisions’ is defined” (Brown,

1978; 376). And third, people are replacing the less
appropriate normative models of rationality {e.g., Hirsch,
Michaets, and Friedman, 1987) based on asocial "economic
man” (Beach and Lipshitz, 1993} with more appropriate
models of rationality that are more sophisticated about social
relations, such as the modal of contextual rationality {White,
1988).

Reed 11991} described contextual rationality as action
rrotivated to create and maintain institutions and traditions
that express some conception of right behaviar and a good
life with others. Contextual rationality is sensitive to the fact
that social actors need to create and maintain
intersubjectively binding normative structures that sustain
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ard errich their relationships. Thus, organizations Decome
imporiant because they can provide rmeaning and order in
the face of ervironments that impese ill-defined,
contradictory demands

One way to shift the focus from decision making to meaning
is 1o laok more closely at sensernaking in organizations. The
pasic idea of sensemaking is that reality is an ongoing
accomplishment that emerges from efforts 1o create ordar
and make retrospective sense of what occurs. Recognition-
primed decision making, a model based in part on command
decisions made by firefighters, has features of sensemaking
in its reliance on past experience, although it remains
grounded in decision making (Klein, 1993). Sensemaking
emphasizes that people try to make things rationally
accountable 1o themselves and others. Thus, in the words of
torgan, Frost, and Pondy 11983: 24), "individuals are not
seen as living in, and acting out their lives in relation to. a
wider reality, so much as creating and sustaining images of
= wider reality, in part 1o rationalize what they are daing.
They realize their reality, by reading into their situation
patterns of significant meaning.”

When the smokejurmpers fznded at Mann Gulch, they
expected to find what they had come 1o call a 10:00 fire. &
10-00 fire is one that can be surrounded completely and
isolated Dy 10:00 the next morning, The spotters on the
aircraft that camed the smokejumpers “figured the crew
would have it under control by 10:00 the next maorning”
itaclean. p. 431 People rationalized this image until it was
too late, And becausa they did, less and less of what they
saw made sense:

1. The crew expects a 10;00 fire but grows uneasy when
this fire does not act like one.

2. Crewmembers wonder how this fine can be all that
serious it Dodge and Harnson eat supper while they hike
tonwvard the river,

3. People are often unclear who is in charge of the crew Ip.
65}

4. The flames on the south side of the gulch look intense,
vet one of the smokejumpers, Dawd Navon is taking
pictures, so people conclude the fire can’t be that
seripus, even though their senses tell them otherwise.

§ Crewmembers know they are moving toward the river
where they will be safe from the fire, only W see Dodge
inexplicably tumn therm around, away from the river, and
start angling upslope, but not running straight for the top.
Wwhy? [Dedge is the only one who sees the fire jump the
guich ahead of them.)

&. As the fire gains on them, Dodge says, "Drop your tools,”
but if the people in the crew do that, then who are they?
Firefighters? With no tools?

7. The foreman lights a fire that seems to be right in the
middie of the only escape routa people can See.

2. The foreman points to the fire he has stared and yells,

" Jain me,” whatever that means. But his second in
eammand sounds fike he's saying, "'To hell with that. I'm
getting out of here” (p. 95).

9. Each individual faces the dilermma, | must be my own

boss vet follow orders unhesitatingly, but | can't
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comprehend what the orders mean, and I'm losing my
race with the advancing fire (pp. 219-220).

As Mann Guich loses its resemblance to a 10:00 fire, it does
50 in ways that make it increasingly hard 1o socially
construct reality. When the noise created by wind, flames,
and exploding trees is deafening; when people are strung
out in a fine and relative strangers 1o begin with; when they
are people who, in Maclean's words, “love the universe but
are not intimidated by it™ (p. 28); and when the temperature
is approaching a lethal 140 degrees (p. 220\, people can
neither validate their impressions with a trusted neighbaor nor
pay close attention to a boss who is also unknown and
whose commands make no sense whatsoever, As if these
were not obstacles enough, it is hard 19 make common
sense when each person sees something different or
nothing at all because of the smoke, :

The crew's stubborn belief that it faced a 10:00 fire is a
powerful reminder that positive illusions (Taylor, 1989} can
kill people. But the more general point is that grganizations
can be good at decision making and still falter. They falter
because of deficient sensemaking: The world of decigion
making is about strategic rationality. It is built from clear
questions and clear answers that attempt o remove
ignarance (Daft and Maclntash, 19811 The world of
sensemaking is different. Sensemaking is about contextual
rationality. It is built out of vague questions, muddy answers,
and negotiated agreements that attempt o reduce
confusion. People in Mann Gulch did not face questions like
where should we go. when do we take a stand, or what
should our strategy be? Instead, they faced the more basic,
the more frightening feeling that their old labels were no
longer working. They were outstripping their past experience
and were not sure either what was up or who they were.
Until they develop some sense of issues like this, there is
nothing to decide.

Role Structure in Mann Gulch

Sensemaking was not the only problem in Mann Gulch.
There were also problerns of structure. |t seems plausible to
argue that a major contributor to this disaster was the loss
of the only structure that kept these people crganized, their
rote system, There were two key events that destroyed the
arganization that tied these people together. First, when
Diodge told Hellman to take the crew to the narth side of the
gulch and have it follow a contour down toward the river,
the crew got confused, the spaces between members
widened appreciably, and Navon—the person taking pictures
ip. 71l—made a bid 1o take over the leadership of the group
ip. B5). Notice what this does to the role system. There is
now no one at the end of the line repeating orders as a
check on the accuracy with which they are understood.
Furthermore, the person who is leading them, Hellman, is
more familiar with implementing orders than with
constructing them or plotting possible escape routes. So the
craw is left for a crucial period of time with ill-structured,
unacknowledged orders shouted by someone who 1S
unaccustorned to being firm or noticing escape routes. Both
routines and interlocking are beginning to come apart.
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The second, and in some way more unsetting threat to the
role systerm occurred when Dodge told the retreatng crew
“throw away your tools!" (p. 2261 A fire crew that reireats
from a fire should find its identity and morale strained. If the
retreating people are then also told w discard the very things
that are their reason for being there in the first place. then
the moment quickly tumns existential. If | am no longer a
firefighter, then who am |7 With the firg bearing down, the
only possible answer becomes, An endangerad person in 2
workd where it is every man for himself. Thus, people who,
in Maclean's words, had perpetually been almaost their own
bass (p. 218) suddenly became completely their own boss at
the warst possible moment. As the entity of a crew
disselved, it is not surprising that the final command from
the “crew’ loader to jump into an escape fire was heard not
as a legitimate order but as the ravings of someone who had
“gone nuts” (p. 75). Deodge's command lost its basis of
legitimacy when the smokejumpers threw away their
organization along with their tools.

Panic In Mann Gulch

With these observations as background, wa can now loak
more closely at the process of a cosmology episode. an
interlude in which the orderliness of the universe i called
inte question because both understanding and procedures
for sensemaking collapse together. People stop thinking and
panic. What is interesting about this collapse is that it was
discussed by Freud (1953: 28] in the context of panc in
military groups: A panic anses if a group of that king
Imilitary group] becomes disintegrated. Its charactenstics are
that none of the orders given by superiors are any fonger
listened 1o, and that each individual is only solicitous on his
own account, and without any consideration for the rest, The
mutual ties have ceased 10 exist, and a Qigantic and
senseless fear is set free.” Unlike earlier formulations, such
as McDougall’s {1920), which had argued that panic leads 1o
group disintegration, Freud, reversing this causality, argued
that group disintegration precipitates panic. By group
disintegration, Freud meant “the cessation of all the feelings
of consideration which the members of the group oinerwise
show one anothes (p. 29). He described the mechanism
invalved this way: If an individual in panic fear beging to be
soicitous only on his own account, he bears witness in so
doing to the fact that the emotional ties, which have hitherto
made the danger seem small to him, have ceased 1o exist.
Mow that he is by himself in facing the danger, he may
surely think it greater.”

It is certainly true in Mann Gulch that there is 2 real. palpable
danger that can be seen, felt, heard, and smelled by the
srmokejumpers. But this is not the first time they have
confronted danger. It may, however, be the first time they
have confronted danger as a member of a disintegrating
arganization. As the crew moved toward the river and
bacame more spread out, individuals were isolated and left
without explanations or emotional support for their reactions.
As the ties weakened, the sense of danger increased, and
the means to cope became more primitive. The world rapidly
shifted from a cosmos to chaos as it became empiied of
order and rationality,
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It is intriguing that the three people who survived the
disaster did so in ways that seem 1o forestall group
disintegration, Sallee and Rumsey stuck together, their small
group of two peopie did not disintegrate, which helped them
keep their fear under control, Ag a result, they escaped
through a crack in the ridge that the athers either didn't see
ar thought was too small to squeeze through. Wag Dodge,
as the formal leader of a group he presumed still existed,
ordered his followers to join him in the escape fire. Dodge
continued to see a group and to think about its well-being,
which helped keep his own fear under contral. The rest of
the people, however, took less notice of one anather
Consequently, the group, as they knew it, disintegrated. As
their group disintegrated, the smokejumpers became more
frightened, stopped thinking sooner, pulled apart even mare,
and in doing so, lost a leader-follower relationship as well as
access 1o the novel ideas of ather people whao are a lot like
them. As these relationships disappeared, individuals
reverted to primitive tendencies of flight. Unfartunately, this
response was too simple 1 match the complexity of the
Mann Gulch fire,

What holds organization in place may be more tenuous than
we realize. The recipe for disorganization in hann Gulch is
not all that rare in everyday life. The recipe reads, Thrust
people into untamiliar roles, leave some key rales unfilled,
make the task more ambiguous. discredit the role sysiem,
and make all of these changes in & context in which small
events can combing into something MOonsrous. Faced with
simitar conditions, organizations that seem much sturdier
may also come crashing down (Miller, 1990; Miles and
Snow, 1992}, much like icarus who overreached his
competence as he flew toward the sun and also perished
because of fire,

FROM YULNERABILITY TO RESILIENCE

The steady ergsion of sense and structure reached its climax
in the refusal of the crew 10 escape one fire by walking into
another one that was intentionally set. A closer look at that
escape fire allows us to move from a discussion of what
went wrong at Mann Guich, to a discussion of what makes
prganizations more resilient. b want to discuss four sources
of resilience: (1] improvisation and bricolage, {2} virtual rale
systermns, (3) the attitude of wisdom, and {4} respectful
interaction.

Improvisation and Bricolage

The escape fire is a good place to starn in the search for
sources of resilience simply because it is clear evidence
that, minimal though the organization of the crew might
have been, there still was a solution to the crisis inside the
group. The problem was, nc one but Dodge recognized this.
The question then becomes, How could more people either
see this escape fire as a solution or develop their owm
solution? This is not an easy question to answer because,
from everything we know, Dodge's invention of buming &
hale in a fire should not have happened. it should not have
happened because there is good evidence that when people
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are put under pressure, they regress 10 their most
habituated ways of responding le.g.. Barthol ang Ku, 1853]
This is what we see in the 15 people who reject Dodge’s
crder to join him and who resort instead 1o flight, a mare
overearned tendency. What we do not expect under
life-threatening pressure is creativity.

The tactic of lighting a fire to create an area where paople
can escape a major prairie fire is mentionad in James
Fenimore Cooper's 1827 novel The Prairie, but there is no
evidence Dodge knew this source (Maclean, p. 104
Furthermore, mast of Dodge’s experience had been in
timbered country where such a tactic wouldn't work. In
timber, an escape fire is too slow and consumes too much
oxygen (p. 105). And the fire that Dodge built did not burn
long enough to clear an area in which pecple could move
around and dodge the fire as they did in the prarrie fire.
There was just room enough to lie down in the ashes where
the heat was less intense (p, 104).

While no ane can say how or why the escape fire was
created. there i a line of argument that is consistent with
what we know. Bruner (1983 183) described creativily as
“figuring out how to use what you already know in order w
go beyond what you currently think.” Vith this as
background, it now becomes relevant that Dodge was an
expenienced woodsman, with lots of hands-on EXDETIENCE,
He was what we now would call 2 bricoleur, someone able
t0 create order out of whatever matenials were a1 hand leg.
Levi-Srrauss, 1966 Harper, 1287). Dodge would have known
at lgast two things about fires. He would have known the
famous fire triangle—you must have oxygen, flammable
material, and temperature above the point of ignition 1o
create a fire (Maclean, p. 351 A shorntage of any one of
these would prevent a fire. In his case, the escape fire
rermoved Hammable material, And since Dodge had been
with the Forest Service longer than anyone else on the
crew, he would also have known more fully their four
guidelines at that time for dealing with fire emergencies (p.
100}, These included (1] s1art a backfire if you can, (2} get 1©
the top of a ridge where the fuel is thinner, (3| turn inta the
fire and try to work through it, and (4} don't allow the fire to
pick the spot where it hits you. Dodge’s invention, if we
stretch a bit, fits all four. 1t is a backfire, though not in the
conventional sense of a fire built o stop a fire. The escape
fire i Iit near the top of a ridge, Dodge turns into the main
fire and warks through it by buming a hole in it. and he
chooses where the fire hits him. The 15 who tried to outrun
the fire moved toward the ridge but by not facing the fire,
they allowed it 1o pick the spot where it hit therm.

The eollapse of role systems need not result in disaster if
people develop skills in improvisation and bricolage {see
Janowitz, 1959 481). Bricoleurs remain creative under
pressure, precisely because they routinely act in chaotic
conditions and pull order cut of them. Thus, when situations
unravel, this is simply normal natural trouble for bricoleurs,
and they procead with whatever materials are at hand.
Knowing these materials intimately, they then are ahie,

GIVASQ, December 1353




usually in the company of other similarly skilled pecple. 1o
form the matenals or insights nto novel combinations

Winile improwvised fire fighting may sound improbable, n fact,
Park Service firefighters like those stationed at the Grand
Canyon approximnate just such a style. Stephen Pyne (1988,
a Park Service firefighter, observed that people like him
typicaily have discretion to dispatch thermnselves, which is
unfathomable to the Farest Service crews that rely an
dispatchers, specialization, regimentation, rules, and a
conscious preference for the strength of the whole rather
than the versatlity and resourcefulness of the pans, Forest
Service people marvel at the freedom of movement amaong
the Park people. Park Service pecple marvel at how much
power the Forast Service is able to mobilize on a fire. Pyne
{1989: 122) described the Park Service fire operations as a
nonstandard “eclectic assembly of compromises’” built of
discretion and mobility. In contrast to the Forest Service,
where people do everything by the book, “The Park Service
has no books; it puts a premium on the individual. Its
collective behavior is tribal, and it protects its permanent
ranks."" If improvisation were given maore attention in the job
description of a crew person, that person’s receptiveness o
and generation of role improvisations might be enhanced. As
a result, when one organizational order collapses, a
substitute might be invented immediately. Swift replacermant
of a traditional order with an improvised order would forestali
the paralysis that can follow a2 command 1o “drop your
tools,”

Virtual Role Systems

Social construction of reality is next to impassible amidst the
chaos of a fire, unless social construction takes place inside
ane person’'s head, where the role system is reconstituted
and run. Even though the role system at Mann Gulch
collapsed, this kind of collapse need not result in disaster if
the =ystermn remains intact in the individual's mind. If each
individual in the crew mentally takes all roles and therefore
can then reqister escape routes and acknowiedge
commands and facilitate coordination, then each persan
literally becomes a group {Schutz, 1961}, And. in the manner
of & holograph, each person can reconstitute the group and
assurne whatever role is vacated, pick up the activities, and
run a credible version of the role. Furthermare, people can
run the group in their head and use it for continued guidance
of their own individual action. 1t makes just as much sense
to talk about a virtual role system as it does to talk about a
virtual anything else {e.g., Bruner, 1986; 36-37), An
arganization can continue to function in the imagination long
after it has ceased to function in tangible distributed
activities, For the Mann Gulch fire, this issue has bearing en
the question of escape routes. In cur research on accidents
in flight operations off nuclear carriers (Weick and Roberts,
1993), Karlene Roberts and | found that people who avod
accidents live by the credo, "never get into anything without
making sure you have a way out.” At the very last moment
in the Mann Gulch tragedy, Dodge discovered a way out,
The paint is that if other people had been able to simulate
Dodge andfor his role in their imagination, they too might
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have been less puzzled by his solution or betier able o
invent a different sensible solution for themssahes.

The Attitude of Wisdom

To understand the role of wisdom [Bigelow, 1992} a5 a
source of resilience, we need to return 10 the crews's belief
that all fires are 10:00 fires. This betief was consistent with
members' expenience. A5 Maclean put it, if the major
purpose of your group is 1o “put out fires so fast they dan’t
have time 10 become big ones” [p. 31), then you won't learn
much about fighting big fires, Mor will you learn what
WMaclean calls the first principle of reality: “little things
suddenly and literally can become big as hall, the ardinary
can suddenly become monstrous, and the upgulch breezes
can suddenty turn to murder” (p. 217). To state the point
maore generally, what most organizations miss, and what
explains why most organizations fail 1o learn (Scot, 1987
IR, is that "Reality backs up while it is approached by the
subject who tries to understand it. Ignorance and knowledge
grow together” (Meacham, 1983: 130). To put it a different
way, “Each new domain of knowledge appears simple from
the distance of ignorance. The more we learn about &
particular domain, the greater the number of uncerainlies,
doubts, guestions and complexities. Each bit of knowledge
servas as the thesis from which additional guastions of
antithesis arise’” (Meacham, 1983: 120}

The role system best able 1o accept the reality that
ignorance and knowledge grow together may be one in
which the organizational culture values wisdomn. Meacham
(1983 187} argued that wisdom is an attitude rather than a
skill or a body of information:

T be wise is not 10 know particular facts but 10 kndw withou?
swressive confidence or axcessive cautiousness. Wisdom s thus
not a betiel, a value, 2 se1 of facts. a corpus of knowledges ar
information in some specialized area, or a set of special abilites or
skills. Wisdom is an attitude 1aken by persons toward the bielizfz,
values, knowledae. information, abilities, and skilis that are neld, a
tendency to doubt that these are necessanly true or valic and to
doubt that they are an exhaustive set of those things that coule be
kmown.

In a Huid world, wise people know that they don't fully
understand what is happening right now, because they have
never seen precisaly this event before. Extreme confidence
and extreme caution both can destroy what orgamizations
most need in changing times, namely, Curiasily, Openness,
and complex sensing. The overconfident shun curiosity
because they feel they know maost of what there is 1o know.
The overcautious shun curiosity for fear it will only deepen
their uncerainties. Both the cautious and the confident are
closed-minded, which means neither makes good
judgments. it is this sense in which wisdom, which avoids
extremes, improves adaptability.

A good example of wisdom n groups is the Maskapi Indians’
use of caribou shoulder bones to locate game (Weick, 1975),
They hold bones over a fire until they crack and then hunt in
the directions to which the cracks point. This ritual is
etfactive because the decision is not influenced by the
outcomes of past hunts, which means the stock of animals
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15 nol depleted. More important, the final decision 15 not
influenced by the inevitable patterning in hurman choice,
which enabies hunted amimais 1o become sensitized to
humans and take evasive action. The wisdom inherant in
this practice derives from iis ambvalence toward the past.
Any attempt to hunt tor caribou is both a new experience
and an old experience. |t is new in the sepse that time has
elapsed. the composition of the hunter band has changed,
the caribou have learnad new things, and so forth. But the
hunt is aiso old in the sense that if you've seen one hunt,
you've seen them all: There are always hunters, weapons,
stealth, decoys, tracks, odors, and winds. The practice of
divination incorporates the attitude of wisdom because past
experience s discounted when a new set of cracks forms =
crude map for the hunt. But past experience is also given
some weight, because a seasoned hunter “'reads” the
cracks and injects some of his own past experience into an
interpretation of what the cracks mean. The reader is crucial,
If the reader's hunches dominate, randomization is losy, |f
the cracks dominate, then the expenence base is discarded.
The cracks are a lot like the four guidelines for fire
emergencies that Dodge may have relied on when he
invented the escape fire. They embedy experience. but they
invite doubt, reassembly, and shaping to fit novelties in the
present.

Respectful Interaction

The final suggestion about how to counteract vuinerability
makes explicit the preceding focus on the individual and
social interaction, Respectful interaction depends on
intersubjectivity (Wiley, 1988: 258}, which has two defining
charactenstics: {1] Intersubjectivity emerges from the
interchange and synthesis of meanings among two or more
communicating selves, and (2) the self or subject gets
transformed during interaction such that a2 joint or merged
subjectivity develops. It is possible that many role systems
do net change fast enough to keep up with a rapidly
changing environment. The only form that can keep up is
one based on face-to-face interaction. And it is here. rather
than in routines, that we-are best able to see the core df
organizing. This may be why interaction in aidine cockpit
crews, such as discussed by Foushee {1984) strikes us so
often as a plausible microcosm of what happens in much
larger systerns. In a cockpit under crisis, the only unit that
makes sense {pun intended) is face-to-face synthesis of
Meaning.

Intersubjectivity was lost on everyene at Mann Guich,
everyone, that is, but Sallee and Aumsey. They stuck
together and lived. Dodge went his own individual way with
a burst of improvisation, and he too lived. Perhaps it's more
important that you have z partner than an arganization when
you fight fires, A partner makes social construction easier. A
partner is a second source of ideas. A partner strengthens
independent judgment in the face of a majority. And a
partner enlarges the pool of data that are considered.
Partnerships that endure are likely to be those that adhere o
Campbeli's three imperatives far sacial life, based an a
reanalysis of Asch's (1952) conformity experiment: (1)
Aespect the reports of others and be willing 1o base beliefs
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and actions an them {trust); (2] Report honestly so that
others may use your ohsenvations in coming 1o vahd oelhefs
lhanestyl; and, (3) Respect your own perceptions and Delefs
and seek 1o integrate them with the reports of others
without deprecating them or yourselves {self-respect
ladapted from Carmpbell, 1990: 45-46).

Earlier | noted a growing interest in contextual rationality,
undersiood as actions that create and mainain iNsulUtons
and traditions that express some conception of right
behavior and a good life with others (Reed, 1921).
Campbell's maxims operationalize this good life with others
as trust, honesty, and self-respect in moment-to-moment
interaction. This triangle of trust, honesty, and self-respect is
conspicugusly missing (g.g., King. 1989: 46-48) in several
well-documanted disasters in which faulty interaction
processes Jed to increased fear, diminished commurication,
and death. For example, in the Tenerife air disaster Weick,
1920, the copilot of the KLM aircraft hed a strong hunch
that another 747 airplane was on the takeoff runway directly
in front of them when his own captain began takeof! without
clearance. But the copilot said nothing about either the
suspicions or the illegal departure, Transient COCkpit crews,
tied together by narrow definitions of formal responsibilities,
gnd headed by captains who mistakenly assume that their
decision-making ability is unaffected by increases in stress
{Helmreich et ak.. 1985), have few protections agamst 2
sudden ioss of meaning such as the preposterous possibility
that a captain i5 1aking off without clearance, directly nto the
path ot another 747,

Even when people try to act with honesty, trust, and
self-respect, if they do so with little social suppor, ther
eftoris are compromised. For example, hnguists who
analyzed the conversations al Tenerife and in the crash of
Air Florida flight 90 in Washington concluded that the
copilots in both cases used “devices of mitigation™ 10 soften
the eftects of their requests and suggestions:

& mitigated instruction rmight be phrased as a question or redged
with qualifications such as “would™” or “could.™ | . | (0t wag found
that the speech of subordinate crew members was much more
likely to be mitigated than the speech of captains, It was also found
that topics introduced in mitigated speech were less likely to be
follawed-up by other crew members and less likely to be ratified by
the capiain. Both of these effects relate directly 1o the situztion in
which a subordinate crew member makes a correct solution that 15
ignored, . . . The value of training in unmitigated speech is strongly
suggested by these results. (0'Hare and Roscoe, 1990 115

If a role system collapses armong people for whom trust,
honesty, and self-respect are underdeveloped, then they are
on their own. And fear often swamps their resourcefulnass.
If, however, a role system collapses among people where
trust, honesty, and self-respect are mare fully developed,
then new options, such as mutual adaptation, blind imitation
of creative solutions, and trusting compliance, are cfeated.
When a formal structure collapses, there is no leader, no
roles, no routines, no sense. That is what we may be seeing
in #¢ann Gulch. Dodge can't lead because the role system in
which he iz 2 leader disappears. But what is worse, Dodge
can't rely on his crewmembers to trust him, guestion him, or
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pay attention to him, because they don't know him and
thera is no time to change this, The key question is, When
formal siructiure collapses, what, if anything. is left? The
answer 1o that guestion may well be one of life or death.

STRUCTURES FOR RESILIEMNCE

While the answer to that question is not a matter of life or
death for organizational theonsts, they do have an interest in
haw it comes out. A theorist who hears Maclean's question,
“what the structure of a small outfit should be when its
husiness is to meet sudden danger and prevent disaster,”
might come back with a series of follow-up questions based
on thinking in organizational studies. | look briefly at four
such questions to link Mann Guich with other concepts and
to suggest how these linkages might guide tfurther research.

First, there is the follow-up question, Is "smali” necessarly
a key dimension, since this group i1s also young and
transient? Maclean calls the 16-person smokejurmnpear crew
“emall,'” except that it is conventional in the group literature
1o treat any group of more than 10 people as large (Bass,
1990 BO4), Because there is so little communication within
the crew and because it operates largely through obtrusive
controls like rules and supervision [Perrow, 19B8), it acts
more like a large formal group with mediated communication
than a small informal group with direct communication,

It is striking haw little communication occurred during the
three and a half hours of this episcde. There was little
discussion during the noisy, bumpy plane ride, and even less
as individuals retrieved equipment scattered on the north
slope. After a quick meal together, paople began hiking
toward the river but guickly got separated from one another.
Then they were suddenly turned around, told to run for the
ridge, and quickly ran out of breath as they scaled the steep
south slope. The minimal communication is potentially
important because of the growing evidence (e.g., Eisenhardt,
1993 132) that nonstop talk, both vocal and nonverbal, is a
crucial source of coordination in complex systems that arg
susceptible to catastrophic disasters.

The lack of communication, coupled with the fact that this is
a temporary Qroup in the early stages of its history, should
heighten the group's vulnerability to disruption. As Bass
{1990 637) put it. "Groups that are unable to interact easily
or that do not have the formal or informal structure that
enables quick reactinns are likely to experience stress (Bass,
1960), Panic ensues when members of a group lack
superordinate goals—goals that transcend the self-interests
of each participant.” While the smokejumpers have the
obvious superordinate goal of containing fires, their group
ties may not be sufficiently develepad for this to be 2 group
goal that overrides self-interest. Or Bass's proposition itself
may be incomplete, failing to acknowledge that unless
superordinate goals are overlearned, they will be discarded
in situations of danger.

Second, there is the follow-up question, 1s “structure” what
we need to understand in Mann Gulch, or might structuning

also be important? By structure, | mean “a complex medium
of contral which is continually produced and recreated in
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intaraction and yet shapes that interaction: Siructures are
constituted and constitutive . . . of interpersonal cognitive
processes, power dependencies. and contextual constrainis’’
{Ranson, Hinings, and Greenwood, 1980 1, 3). Structuring,
then, consists of two patterns and the relationships betwesan
therm, The first pattem, which Ranson et al, warously
described a=s informal structure, agency, or social
construction, consists of interaction patterns that stabilize
meaning by creating shared interpretive schemes. | refer 1o
this pattern as shared provinces of meaning, or meaning.
The second pattern, vanously described as configuration,
eontextual consteaints, or a vehicle that embodies dominant
meanings. refers 1o a framework of roles, rules, procedures.
configured activities, and authority relations that reflect and
facilitate meanings. | refer to this second patiern as
structural framewaorks of constraint, or frameworks.

Meanings affect framewarks, which affect meaning. This is
the basic point of the growing body of work on structuration
{e.g.. Riley, 1983; Poole, Seibold, and McPhee, 1985],
understood as the mutual constitution of frameworks and
rmeanings (Ranson, Hinings, and Greenwood, 1380) or
relations and typifications (DiMaggie, 1997) or structures and
structuring {Barley, 1986). Missing in this work is attentign o
reversals of structuration (Giddens, 1984). The use of
descriptive waords in structuration theory such as "continually
produced,” “recreated in interaction,” "constituted,” and
"ronstitutive” directs attention away from losses of
frameworks and losses of meaning. For example, Ranson,
Himngs, and Greenwood (1980 5) asserted thal the “deep
structure of schema which are taken for granted by
members enables them to recognize, interpret, and
negotiate even strange and unanticipated situations, and
thus continuously to create and reenact the sense and
meaning of structural forms during the course of
interaction.” The Mann Guich disaster is a case in which
pecple were unable 1o negotiate sirangeness. Frameworks
and meanings destroyed rather than constructed one
another.

This fugitive quality of meaning and frameworks in Mann
Gulch suggests that the process of structuring itself may be
more unstable than we realized. Structunng, understood as
constitutive relations between meaning and frameworks,
may be a deviation-amplifying cause loop (Maruyama, 1963
Weick, 1979) capable of intensifying either an increase of
decrease in either of the two connected elemnents. Typically,
wee see instances of increase in which more shared
meanings lead to more elaborate frameworks of roles, which
lead to further deveiopments of shared meaning, etc. What
we fail to realize is that, when elements are tied together in
this direct manner. once one of them declines, this decline
can also spread and become amplified as it does 50. Fewer
shared meanings lead 10 less elaborate frameworks, less
meaning, less elaborate frameworks. and so on. Processes
that mutually constitute also have the capability to mutually
destroy gne another.

I structuration is treated as a dewiation-amplifying process,
then this suggests the kind of structure that could hawe
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prevented the Mann Guich disaster. What people needed
wias a structure in which there was bath an inverse and a
direct relationship between role systerns and meaning. This
is the only patiern that can maintain resilience in the face of
crisis. The resilience can take one of two forms. Assume
that we start with an amplifying system like the one in Mann
Gulch, The role system lost its structure, which led 1o a loss
of meaning, which led to a further loss of structure, and so
on. This is the pattemn associated with a deviation-amplitying
feedback loop in which an initial change unfalds unchecked
in the same direction. One way to prevent this amplification
i5 to retain the direct relation between structure and
meaning (less role structure leads to less meaning, maore
structure leads to more meaning) but create an inverse
relation berween meaning and structure {less meaning, more
structure, and vice versa), This inverse relationship can be
understood as follows: When meaning becomes probiematic
and decreases, this is 8 signal for people 10 pay more
attention to their formal and informal social ties and to
reaffirm andfor reconstrucy them. These actions produce
more structure, which then increases meaning, which then
decreases the attention directed at structure. Puzziernent
intensifies attentivenass 1o the social, which reduces
puzzlement,

The other form of control arises when a change in structure,
rather than a change in meaning, is responsible for
counteracting the fluctuations in sensibleness. In this
varigtion, less structure leads to more meaning, and more
meaning then produces more structure, The inverse
relationship between structure and meaning can be
understood this way: When social ies deteriorate, people
try harder to make their own indvidual sense of what is
happening, both socially and in the world. These operations
increase meaning, and they increase the tendency 1o
reshape structure consistent with heightensd meaning.
Alienation intensifies attentiveness to meaning, which
reduces alienation.

What is common to both of these controlled forms is an
alternation batween attenton to frameworks and attention to
meanings, More attention to one leads to more ignorance of
the other, followed by efforts to correct this imbalance,
which then creates a new imbalance. In the first scenario,
when meaning declines, people pay more attention 1o
frameworks, they ignore meaning temporarily, and as social
relations become clearer, their attention shifts back 1o
meanings. In the second scenario, when social relations
decline, people pay more attention 1o meaning, they ignore
frameworks temporarily, and a3 meanings become clearer,
attention shifts back to framewerks, Both scenarios illustrate
operations of wisdom: In Meacham's words, ignorance and
knowledge grow together. Either of these two controlled
patterns should reduce the likelihood of disaster in Mann
Gulch. As the smokejumpers begin to lose structure thay
either also lose meaning, which alerts them to be more
attentive to the structure they are losing, or they gain
individual meaning, which lzads them to realign structure.
The second alternative may be visible in the actions taken by
Dodge and Rumsey and Saliee,
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Miann Gulch

This may seem like a great deal of fretting about one single
word in Maclean's quastion, “structure.” What | have red
to showe 15 That wihen we transiorm this word from 8 static
image into a process, we spot what looks like & potental for
collapse in any process of social sensemaking that is tied
together by constitive relations. And we find that social
sensermaking may be most stable when it is simullanecusly
canstitutive and destructive, when it 1s capable of increasing
both ignorance and knowledge at the same time. That
seems like a fair return for reflecting on a single word.

Third, thare is the follow-up question. Is “outfit” the best
way 1o describe the smokejumpers? An outfit is normally
defined as "'a group associated in an undertaking requiring
close cooperation, as a military unit” {Random House, 1987
1374), The smokejumpears are tied together largely by pooled
interdepandence. since the job of each one is to clear
adjacent portions of a perimeter area around a blaze so that
the fire stops for lack of fuel. Individual efforts 1o clear away
debris are pooled and form a fire line. What is significant
about pooled interdependence is that it can function without
mich cohesion [Bass, 1990: 622). And this is what may
have trapped the crew. Given the constantly changing
composition of the smokejumping crews, the task largely
structurad their relations. Simply acting n concert was
enough, and there was no need o know each other well in
addition. This social form resembles what Eisenberg (1990
160) called nondisclosive intimacy, by which he meant
relationships rooted in collective action that stress
“enardination of action over the alignment of cognitions,
mutual respect over agreemaent, trust over empathy,
diversity over homogeneity, loose over tight coupling, and
strategic communication over unrestricted candor”
Mondisclosive intimacy 12 a sufficient ground for relating as
long as the task stays constant and the environment remains
stable.

What the Mann Guich disaster suggests is that
nondisclosive intimacy may limit the development of
emotional ties that keep panic under control in the face of
ohstacles. Closer ties permit clearer thinking, which enables
people to find paths around obstacles. For example, when
Aumsey sgqueezed through a crevice in the ridge just ahead
of the fire, he collapsed “half hystencally™ into a juriper
bush, where he would have soon burned to death. His
partner Sallee stopped next o him, looked at him coldly,
never said a word, and just stood there until Rumsey roused
himself, and the twa then ran together over the ridge and
down to a rock slide where they were better able to move
arpund and duck the worst flames (Maclean, p. 1071
Sallee's surprisingly nuanced prodding of his partner
suggests the power of close ties to moderate panic.

One might expect that the less threatening the environment,
the less important are relational issues in transient groups,
but as Perrow (1984) emphasized in his normal accident
theory, there are few safe environments. |f events are
increaszingly interdependent, then small unrelated flaws can
interact to produce something monstrous. Maclean saw this
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clearly at Mann Gulch: The eolossai fire blowup in Mann
Guleh was “shaped by little screwuns that fitted together
tighter and tighter unul ali became one and the same
thing—the fateful blowup. Such is much of tragedy in
modern times and probably always has been except that
past tragedy refrained from speaking of its association with
screwups and blowups' (Maclean, 1992: 932),

Mondisclosive intimacy is not the only altemative 1o “outfit”
as a way 10 describe the smokejumpers. Srmith {18983)
argued that individual behaviors, perceptions of reality,
identities, and acts of leadership are influenced by intergroup
processes. Of special relevance to Mann Gulch is Smith's
reanalysis of the many groups that tormed among the 16
mermbers of the Uruguayan soccer team who survived for
10 weeks in an inaccessible region of the Chilean Andes
mountains after their aircratt, carrying 43 people, crashed
(sea Read, 1974 for the original account of this event). Aside
from the eerie coincidence that both disasters involved 16
young males, Smith's analysis makes the important posrt
that 16 people are not just an outfit, they are a soCial system
within which multiple groups emerge and relate to one
another. It is these intergroup relationships that determine
what will be seen as acts of leadership and which people
may be capable of supplying those acts. In the Andes crash,
demands shifted from caring for the wounded, n which twa
medical students took the lead, to acquiririg food and water,
where the team captain became leader. to articulating that
the group would not be rescued and could sustain life only f
people consumed the flesh of the dead, to executing and
resymbolizing this survival tactic, to selecting and equipping
an expeditionary group 1o hike out and look for help. and
finally to finding someone able to explain and rationalize ther
decisions to the world once they had been rescued,

What Smith shows is that this group of 16 forms and
reforms in many different directions during its history, each
tirme with a different coherent structure of people at the top,
middie, and bottom, each with different roles. VWhat also
becomes clear is that any attempt to pinpoint the leader or
to explain survival by looking at & single set of actions is
doomed to failure because it does not reflect how needs
change as a crisis unfolds, nor does it reflect how different
coherent groupings form to meet the new needs.

The teamn in the Andes had 10 weeks and changing threats
of bleeding, hygiene, starvation, avalanche, expedition,
rescue, and accounting, whereas the team in Mann Gulch
had more like 10 minutes and the increasingly singular threat
of being engulfed in fire. Part of the problem in Mann Gulch
is the very inability for intergroup structures to form, The
inability to form subgroups within the system may be due 10
such things as time pressure, the relative unfamilianty of the
smokejumpers with one another compared with the
interdependent members of a visibie sports team, the
inability to communicate, the articulation of a comman threat
very late in the smokejumpers’ exposure 1o Mann Gulch,
and ambiguity about means that would clearly remove the
threat, compared with the relative clarity of the means
needed by the soccer players to deal with each of their
threats,
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Mann Gulch

The point is. whatever chance the smokejumpers might
have had 1o survive hMann Guleh is nat seen as clearly if we
view them as a single group rather than as a social system
capable of differentiating into many different sets of
subgroups. The eariier discussion of virual role systems
suggested that an intergroup perspective could be simulated
in the head and that this should heighten resilence. Smith
makes it clear that, virtual or not. intergroup dynamics affect
supvival, even it we overlook them in our efforts 1o
understand the group or the “outfit.”

As a fourth and final follow-up guestion, if there is a
structure that enables people to meet sudden danger, who
builds and maintaing it? A partial answer is Ken Smith's
intergroup analysis, suggesting that the needed structure
consists of many structures, built and maintained by a
shifting configuration of the same people. As | said, this
perspective makes sense when time is extended, demands
change, and there is no formal leader at the beginning of the
episode. But there is a leader in Mann Gulch, the foreman.
There is also a second in command and the remaining crew,
which means there is a top (foreman), middle {second in
eommand), and bottom (remaining crew). If we take this a
prion structure seriously, then the Mann Guich disaster can
be undersiood as a dramatic failure of leadership,
remiriccent of those lapses in leadership increasingly well
documented by people who study cockpit/crew resource
managemaent in arcraft accidents {e.g.. Wiener, Kanki, and
Helmreich, 1293).

The captain of an aircrew, who is analogous to a player-
coach on a basketball team (Hackman, 1993: 55, can often
have his or her greatest impact on team functioning before
people get into a tight, time-critical situation. Ginnett {1933)
has shown that aircraft capains identified by check airmen
as excellent team leaders spent more time team building
when the team first formed than did leaders judged as less
expert. Leaders of highly effective teams briefed their
crewmembers on four issues: the task, crew boundaries,
standards and expected behaviors norms), and autharity
dynarmics. Captaing spent most time on those of the fowr
that were not predefined by the organizational context within
which the crew worked. Typically, this meant that excellent
captaing did not spend much time on routinized tasks, but
less-excellent captains did. Crew boundaries were enlarged
and made mare permeable by excellent captains when, for
example, they regarded the flight attendants, gate person nel,
and air traffic controllers as members of the total flight crew.
This contrasts with less-excellent captaing, who drew 8
boundary around the people in the cockpit and separated
them from everyone else.

Excellent captains modeled norms that made it clear that
safety, effective communication, and cooperation were
expected from everyone, Of special interest, because so
little communication occurred at Mann Guich, is how the
norm, "communication is imporant.’” was expressed.
Excellent crews expect one another 1o enact any of these
four exchanges: “(1) | need to talk 10 you; (2] | listen 10 you;
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{31 | need you to talk to me; or even (4] | expect you to talk
to me’ (Ginnett, 1993: 88). These four complement and
aperationalize the spint of Campbell’s social imperauves of
trust, honesty, and self-respect. But they alsc show the
importance of inguiry, advocacy, and assertion when people
do not understand the reasans why other people are doing
something or ignonng something (Helmreich and Foushee,
1993: 21).

Issues of autharity are handied differently by excellent
captains. They shift their behaviors between complete
democracy and complete autocracy during the briefing and
thereafter, which makes it clear that they are capable of a
range of styles, They establish competence and their
capability to assurme legitimate authority by doing the
briefing in a rational manner, comfortably, with appropriate
technical fanguage, all of which suggests that they have
given some thought to the upcoming flight and have
constructed a framewark within which the crew will work.

Less autocratic than this enactment of their legitimate
authority is their wilingness to disavow perfection. A good
example of a statement that tells crewmembers they oo
must take responsibility for ane another is this: 1 just want
you guys to understand that they assign the seats in this
airpiane based on seniority, not on the basis of competence.
So anything you can see or do that will help out, I'd sure
appreciate hearing about it”" (Ginnett, 1993: 20). Notice that
the captain is not saying, | am not competent to be the
captain, Instead, the captain is saying, we're all failible. We
all make rmestakes. Let's keep an eye on one another and
speak up when we think a mistake is being made.

Most democratic and participative is the captain's behavior
o engage the crew. Briefings held by excellent captains last
no longer than do those of the less-excellent captains, but
excellent captains talk less. listen more, and resornt less 1o
“canned presentations.”

Taken together, all of these team-building activities increase
the probability that constructive, informed mieractions can
still ocour among relative strangers even when they get in a
jam. i we compare the leadership of aircraft captains to
ieadership in Mann Guich, it is clear that Wag Dodge did not
build his team of smokejumpers in advance. Furthermaore,
members of the smokejumper crew did not keep each other
informed of what they were doing or the reasons for their
actions or the sitwational model they were using 10 generate
these reasons. These multiple failures of leadership may be
the resull of inadequate training, inadequate understanding
of leadership processes in the late '40s, or may be
attributable to a culture emphasizing individual work rather
than group work, Or these failures of leadership may reflect
the fact that even the best leaders and the maost
team-conscious members can still suffer when structures
begin to pull apart, leaving in their wake senselessness,
panic, and cosmological questions. If people are lucky, and
interpersonally adept, their exposure 1o questions of
cozmology iz confined to an episode. |f they are not, that
gxposure stretches much further. Which is just about where
Maclean would want us to end,

BSVASQ, December 1933




REFERENCES

Ancona, Deborah G, and David F,

Caldweall

1997 “Brndging 1ne boundary:
Extarnal actraty and
perlormance in organizatonal
taams.” Admenistrative
Soience Quanerdy, 3T
634-B465.

Asch, Salemaon
1952 Socis! Psychology. Englewaod
Clitfs, Ml: Prantce-Hall

Barley, Stephen R.

18986 “"Technology as an oocasan
for sirectuning: Evidence from
ck=ervations of CT scanmers
and 1he socil arder ol
radiclogy depanments.”
Administrative Science
Cuarterly, 31 7E-108

Barhol, R.P., and N. D. Ku

1253 “Regression under SIFess o
hiral leamed behavior "
Jowrnel of Aonormal and
Sooial Psychology, 58
134138

Bass, Bernard M.

1960 Leadershi., Psychalogy, and
Organizatong! Beravior Mew
York: Hamear.

1930 Bass and Stogdil's Handbook
of Leadersiap. Mew York:
Frae Press

Beach, Lee R, and Raanan

Lipshitz

1583 "Wy classical decsian theary
1% gr anEpprepnate siandand
for evaluation &nd aiding most
human decision making.” In
Gary & Klan, Juchth Oragang,
Roberta Caldensoad. and
Cargline E Zsambok eds.).
Dheciion Mikirg m Achon;
hMadels and Methods: 2%-35
Narwood. M- Ablex

Bigelow, John

1942 "Developing managenal
wisdom,”” Joumnal of
hanagerment Ingury, 10
143153

Brown, Richard Harvey

1978 "Bureaucracy as praws:
Toward a political
phenomenalogy of formal
organizations,” Adminisirative
Sovence Ouanerly, 23:
JEE-38Z,

Bruner, Jerame

1983 In Search of Mind. Mew Yark
Haspar.

1886 Actual Minds, Possible
Waorlds. Camibridge, hib:
Harvard Uriversity Pregs

Mann Guich

Campbell, Donald T,

1890 "Asch™s moral epistemology
g sorally sharad
knowledge " in Irwin Rock
{ed |, The Legacy of Solomon
Asch: Essays in Cogningn and
Social Paychology: 38-52
Hillsdale, MJ: Edfguam

Daf, Hichard L., and Norman B.

Macimaosh o

1981 A tenlalneg explorabion into
the amgunt and equwacality
al indorration processing
organizaticnal weark umts"
Admimsiralive Soence
Quanery, 26 207-224

DiMaggro, Paul

1981 “The micro-macro dilemeng in
organizatsonal research:
Implicatuons of rale-system
thaory.™ In Joan MHuber {ed },
Migraamacra Changes in
Somalogy, T6-58 Newbury
Pare. Ciac Sage

Eizenberg, Eric M.

1890 " Jamrang: Transcendence
1hrrosgh orgameng.””
Communication Regeasch, 17
139-164

Eisenhardt, Kathieen M.

1993 "Hu;_;:'u revsatelily Organdairng
reveel hagh velocily
amvironments: Comman
didammas in AUGIBAr poweer
plars. arcrafl carmers, and
macracompater foms ™ In
karlene H. Foberls jed ) Mew
Challenges 1o Understanding
Orgarzanons: 117-135 Kew
Yook Macmillan.

Foushes, H, Claylon

1984 “[ryvads and tnizds at 35,000
leat ' Amencan Ps.?\chmogls.l_
39 BH5-BE3.

Freud, Sigmund

1959 Group Paychalogy and tne
Anahysis ol the Ego. (First
published in 1922.0 Mew York:
Mertan.

Gaddens, Anthony

15984 The Constilulion of Socety,
Berkeley, University of
Celifornes Press

Ginnett, Robert C.

19483 “Crews as groups: Their
formatian and their
lemdership,” 1 Ear L. Wiener,
Barbars G. Kanki, and Robert
L. Helmreich [eds.), Cockpst
Resaurce Management:
11-88. San Diego: Academic
Press.

ES1/AS0, December 1203

Hackrman, J. Richard

1493 “'Teams, leaders, and
organZatons. Mesw dirgclons
for craw-onented flignt
traemang.”” dr Carl L Whenee,
Barbara G. kanki, and Aober
L. Helmresch legds | Cotkpn
Resource Management:
47-69. San Diega: Acsdemc
Press

Harper, Doualas

1987 Working Knowledge: Skl anz
Communiy in a Small Shop
Chicano! Unversiny of
Chicage Press

Helmreich, Robert L., and Clayton

Foushes

1983 "Why et resouice
rmanagement? Empincal anc
theoratical bases ol human
faz1ors Crames I Bnanon s
Ear L. Wiener, Barbara G
Fanks, and Robers L
Halmrech (eds | Cockpal
Rescurce Management' 3. 23
San Diego: Academic Pres:

Hedmreich, Robert L., Clayton H

Foushee, R. Benson, and W.

Russini

1885 “Cockoi resource
ranagement: Explonng ins
altinuwde - performance
linkage " Paper presented a3
Thard Asnation Paychalogy
Syrposnem, Ohia SEie
University

Heydebrand, Walf ¥

1989 “Mew arganizational lorms
Work and Cecupateons, 168
J23-357

Hirsch, Paul, Stuan Michaels, and

Ray Friadman

1882 " "Dhry hanlis” vs “clean
muodels” Is sociology in
danger of bemng sadwsced b
econames ™ Theory and
Society, 16. 317-336,

Janowitz, Marns

1959 "Changeng panems of
arganizationgl authority: The
military establishment.”™
AdrnEnsTalve SCence
Cuarerdy, 3 d73-4593

King, Jonatharn 8.
1889 “Confronting cheos.” Joumat
of Business Ethecs. B: 33-57

Klein, Gary A

1992 A recogrition-orimed
decissan [RPD) model of sapd
decision making.” In Gary &
Klein, Judith Orasanu, Roberta
Cadderwood, and Carclne E
Zzambok leds.), Decision
Making in Action: Models and
hethods: 138147 Mopwead,
MJ: Ablex




Lanir, Zvi

1GRE VT reasonable chace of
disaster; Tne shooung down
ol the Libyvan akner an 21
February 19727 Journal of
Strategic Studies, 12
453,

Levi-Strauss. Claude
1966 The Savage Mind, Chicago:
Iniversity of Chicage Press

Maclaan, Morman

1992 Young Men and Fire. Chicago:

Uraversity of Chicago Prass

Maech, Jarmes G.
1980 Decisions and Organizations.
Cixford: Blackweall

Maruyama, Magorah

1883 “The second cybarmenics:
Deviaton-ampiibying mutual
causal process,” American
Sciennst, 517 164-179

McDougaill, William
1920 Tre Group Mod, Mew Yok
Putnam.

Meacharm, John A

1883 "Wiasgom and the comext of
krwledge " In [ Kunn and
4 A Meacham jeds.),
Contibaalions in Human
[evelopment, 80 1112134
Basel: Karger.

Miles, Ray E., and Charles C,

Snow

1997 “Causes of failute o network
arganizations  Califomia
hanagerment Review, Jdld):
53-72.

Miller, Danmy
1890 The lcarus Paradox Rew
York: Harper

hinizberg, Henry

1983 Structure i Fives: Desigreng
Efteciive Orgamzalions
Englewoad Chils, MY
Prenuce-Hall

Maorgan, Gareth, Pater J, Frost,

and Lows R. Pondy

1963 “Oroanzaticnsd syrmbolism.™
ini. A Pondy, P.J Fros. G
Margan, and T. C. Dandridge
leds ), Drganizational

Symbohism: 3-35, Greenwich,

CT: JAl Press

Meig=zer, Ulric, and Eugens

Winograd

1988 Remembering Aeconsidered:
tcological and Traditonal
Appraachies 1o the Study of
Memary, Mew Yark:
Cambtidge University Press.

O'Hare, David, and Stanley

Roscoe

1990 Flightdeck Performance: The
Hurnan Factor. Ames. A
towes State Unmearsity Press,

Crasenu, Jedith, and Terry

Connolly

1985 “The reinvention of decision
making. " In Gary A, Klan,
Jugith Crasanu, Roberta
Caiderwood, and Carohne E.
Zsambok (ads.), Decsion
hAaking in Action: Models and
Metkads: 3-20, Nonsood,
R Ablex

Perrow, Charles

1984 Normal Accidems, New York:
Bagic Books.

1906 Complex Orgarazations, drd
ed Mew York: Rendom
House

Poole, M. Scott, Dawvid R. Seibold,

and Robert [ McPhee

1985 “Group decision-makeng as a
structurational process
Cuanerly Journal of Speach.
T1: 74-102.

Pyne, Stephen
1989 Fue on the Fum, Mew York:
Weidenietd & Ricoison

Random House

1887 Dectianary of the Enghsh
Language, 2d ed .
Unabrigged Mew York:
Aangom House

Ranzon, Stewart, Bob Hinings.

and Royston T. Greemweod

1980 "The suruclusing of
arganizatonal siruciuras.”
Adrnistrative Science
Cuarterly, 25 1=17.

Read, P.P.
1974 Abwe, London: Pan Books.

Reason, James
19403 Human Ernor. Mew York:
Cambrdge University Press

Reed, M.

1987 “Organizations and ranonahiy
The odd couple  Journal of
hanagement Studes, 28
559-567.

Riley, Patricia

1883 A structurationalisl accawnt
of peitical culture ™
Adrenisirative Soence
Quarterly, 28: 414437,

flunkel, Phillip J1., and Joseph E.
MecGrath

1972 Hesearch on Human Behavior.

Mew York: Holt, Rinenart, and
Winston.

Schutz, William C.

1867 “The ego, FIRG theory and
the eader a5 complater.” In
Lows Petrulip and Bernand b
Bass {eds.), Leadership and

Interpersonal Behavios: 48-65

Mew York: Holt, Rinehart, and
Winston.

B52A50, Decernber 1393

Sootr. W, Richard

1887 Chganizaticnz. Rauonal
Matural, and Open Systems
Englewood Clilbs, M
Frentge-Hall

Emith, Ken K,

1983 on intergroup DErSpECctve an
individual behavior.” InJ.
Ricnard Hackman, Edward E
Lawdar, and Lyrman #. Forer
{eas.), Perspectives on
Behawar in Qrganzations:
ZE7A0E, Mew York:
bt eGran-Hill

Taylor, Shelby E.
1989 Positive Hiusions MNew York:
Basic Books

Weick, Karl E.

1979 The Social Psychoiogy of
Crganizmg. 2d ed. Reading,
hid: Addisan-Wesley

1985 "Cosmos vs. chaas . Sense
and nonsense in elecironic
comexts = Organizanonal
Dynamics. 14bhutumng:
50-84

1980 “The vulnerable system:
Analysis ol the Tenente ai
chsasier.” Journal ol
Management, 16 571502

Weick, Karl £, and Karlene H.

Robarts

1993 "Collective mird n
organazabions Heedlul
imterretating an fight decks ™
Adminesirative Science
Cuanerky. 38 357-381.

Waestley, Frances R,

1920 “Middle managers and
strategy: Microgynamics ol
inclusion.™ Sirategic
Managerment Jourmal, 11
337-351

Westrum, Ron

1987 “Socal mteihgence about
dden events.”” Knowledge.
3 381400

White, 5. K.

1588 The Recent Wark of Jurgen
Haberrmas; Aeason, Jushce,
and Modernity. Cambndge:
Cambridge Univistsity Piess

Wiener, Earl L., Barbara G. Kanki,

and Robert L. Helmreich

18483 Cockpit Resource
Management. San Dego
Moademic Press

Wiley, Marbert

1988 “The micro-macry prodlem n
sodial theory,” Socislogical
Theary, §: 254-261,




Effective August 9, 2006

NFA WELCOME PACKAGE

Below is information to help you plan your travel to the National Emergency Training Center (NETC). Even if you’ve
taken classes at NETC previously, please read it carefully. The procedures may have changed since you were here
last, and you will be responsible for complying with the current procedures. The last page of this package is entitled
“CONTACT INFORMATION.” We suggest you print it and provide a copy to your family and office staff in case
they need to contact you while you are here. Although friends or family may not stay in Housing, they are welcome to
attend graduation. Please contact Security before their arrival for current security protocol required for their entry to
NETC campus.

If you have any questions, you may call us at either (800) 238-3358 or (301) 447-1000. When you reach the operator,
ask for the appropriate extension:

e Housing/Transportation---1048/1113

e Admissions---1035

o Food Service (Guest Services)---1551

e Security---1111

You may send an email to:
e Housing/Transportation: NETC-Housing@dhs.gov
e Admissions: NETC-admissions@dhs.gov
o Food Service: NETC-cafeteria@dhs.qov

If you need to fax information to any of the following offices, please note the following fax numbers:
e Housing/Transportation: (301) 447-1324
e Admissions: (301) 447-1441
o Food Service: (301) 447-6944

SECURITY

Due to increased security precautions, students should bring two photo ID’s to campus. PLEASE HAVE
THEM WITH YOU, NOT IN YOUR BAGGAGE! If you do not have the photo ID’s, you will not be permitted
on campus. Security checks will delay your registration at the NETC.

If you are a student from a foreign country, please be prepared to show your passport or visa at registration.

Firearms: Prohibited on campus!

Due to heightened security requirements, please understand that security and law enforcement personnel may search
you, your vehicle or your luggage. Maryland law is very narrow in its definition of law enforcement officers who may
carry firearms. For your own protection, and to expedite your processing into the NETC, do not bring weapons of
any kind to campus. Weapons include knives with blades longer than 3 inches, machete, bow & arrows, ammunition,
rifles, shotguns, pistols, etc. Sworn/commissioned, and state POST certified officers and federal officers, or local
officers with concurrent jurisdiction who require a firearm for the performance of required official duties must obtain an
exception from the Director of Support Services prior to arrival on campus. If you arrive at NETC with weapons of any
kind without prior approval, your entry to campus will be significantly delayed.

Alcoholic Beverages: Consumption of alcoholic beverages is limited to the Pub & Log Cabin. Alcohol is not allowed
in lodging rooms or vehicles, and will be confiscated. If you arrive at NETC with, or are attempting to bring alcohol on
campus, your entry to campus could be significantly delayed.
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TRAVEL

TRAVEL BY AIR:
e You must make your own travel arrangements.

e You must be sure your flights meet the shuttle pickup/departure times, and the ticket purchase follows the
parameters of travel as defined under “REIMBURSEMENT” in this package.

NETC SHUTTLE SERVICE:
e Shuttle service is available between NETC and the airport(s) listed on the “COURSE SPECIFIC
INFORMATION” sheet — a pink page enclosed with the acceptance letter you received for this class. Read it
carefully before making flight arrangements!

e |fyou need bus transportation to NETC from the airport, you should plan to arrive at least 1 hour before bus
departure time. You must notify (email, phone or fax) the NETC Transportation Office at least 1 week
prior to the course start-date to reserve a seat. IF YOU DO NOT CALL, SEATING MAY NOT BE
AVAILABLE AND TRANSPORTATION TO EMMITSBURG WILL BE AT YOUR OWN
EXPENSE.

e Our transportation will be either a motor coach/charter bus identified with NETC signage in the front
window/door, or a maroon passenger van with the NETC signage in the front window. You may contact
the NETC Transportation Office a day before your arrival to inquire as to which vehicle will be used. For
airport security reasons, our drivers cannot leave their vehicles and must circle the airport pickup area, SO
YOU WILL NEED TO LOOK FOR THE BUS OR VAN. If you do not see the vehicle 5 minutes prior to
the pickup time, please call the NETC Transportation Office for guidance.

SHUTTLE PICKUP POINTS AT EACH AIRPORT: (check your pink “Course Specific Information” sheet as to
which airport you may use. You can ONLY use an airport listed on that sheet! Ground transportation from other
airports may be at your own expense. If your scheduled arrival time does not coincide with the shuttle schedule,
ground transportation will be at your own expense as well.)

¢ Ronald Reagan National Airport (DCA): Pickup is near the Travelers’ Aid Desk in Terminal ‘B’ (Lower
Level, between gates 5 & 6). Buses and vans depart from the outside lane. If you arrive in Terminal ‘A’
please take the Economy/Rental Car airport bus shuttle to Terminal ‘B’, lower level, or walk across the
terminal connector and go downstairs to exit door number 5, on your left.

o Baltimore/Washington International Airport (BWI): Pickup is near the Lower Level Baggage Areas 13 &
14. There is not a Travelers’ Aid Desk in this location. Buses and vans depart from the outside lane. BWI
Airport is currently undergoing construction. If you have any questions or concerns, please contact the NETC
Transportation Office or visit the BWI website at:
http://www.bwiairpport.com/customer_assistance/lower_level_terminal-map

e Dulles International Airport (IAD): There is a Traveler’s Aid Desk between Baggage Claim Areas 4 & 5 on
the baggage level, located at the east end of the terminal. Go up the ramp and out exit-door number 6.

DELAYED FLIGHTS: If you are scheduled to use NETC transportation, but your flight is delayed for other than
weather-related reasons, the airline is responsible for your transportation. If they will not transport you, please call the
NETC Transportation Office when you arrive at the airport (it will be approximately 2 hours before we can pick you
up). If you choose not to use NETC transportation and arrange for other transportation, it will be at your own
expense.

IF DRIVING:
¢ You may arrive on campus any time after 12:30 p.m. the day before your course begins.
e You must depart campus after the end of your course, except for courses with a next-day departure date.
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e Your vehicle must be registered at Housing/Security for stipend/security reasons, even if you do not stay on
campus.
e There are no connections for mobile homes or recreational vehicles available at NETC.

DIRECTIONS TO NETC:

e From Baltimore: 1-695 (Baltimore Beltway) to 1-70 West (towards Frederick) to Route 15 North to
Emmitsburg. Left turn off Route 15 to South Seton Avenue. 2™ Right onto campus (tree-lined drive).

e From Washington: 1-495 (Washington Beltway) to 1-270 North (towards Frederick) to Route 15 North to
Emmitsburg. Left turn off Route 15 to South Seton Avenue. 2™ Right onto campus (tree-lined drive).

o From Philadelphia and East: Pennsylvania Turnpike West to Harrisburg, Exit 236 (Route 15). Go South on
Route 15 to Emmitsburg. Right turn off Route 15 to South Seton Avenue. 2™ Right onto campus (tree-lined
drive).

e From Pittsburgh and West: Pennsylvania Turnpike East to Harrisburg, Exit 236 (Route 15). Go South on
Route 15 to Emmitsburg. Right turn off Route 15 to South Seton Avenue. 2™ Right onto campus (tree-lined
drive).

REGISTRATION

Where do | register?
e Class, dormitory, and vehicle registration will take place in Building C Lobby.
e Since you may have to walk some distance to your room, we recommend you bring luggage with wheels.

If I am claiming stipend reimbursement, what do | need to provide at registration?

o A copy of a check for an account that bears your name. Deposit slips or accounts for an organization or
another individual are not acceptable; a copy of a check is the best source for the correct financial
information.

We’ve found it speeds up registration if you fax the information to the Admissions Office (301) 447-1441
prior to your course start date. Please include your name, Social Security Number, and course
code/title/date on the fax along with your vehicle or flight information. Please be sure that the copy is
legible.

If your account is with a credit union, or if the account is payable through another bank, please have the
bank provide you with the routing and account numbers for ACH deposit.

e [f you incurred additional expenses for transportation/lodging/meal costs, you must receive prior written
approval to be eligible for reimbursement of these expenses. If approved, original receipts must be presented
at the time of your arrival.

o If traveling by air or train you will need:

- A copy of your ticket that shows an itinerary of your trip indicates proof that the ticket was purchased at

least 21-days in advance of the course travel date, and is non-refundable.

- If you have an electronic ticket, you must submit the itinerary/receipt (with ticket number and actual ticket

amount shown as having been paid).

e |Ifdriving, you will also need to provide:

- Automobile registration
Odometer readings
License tag number
A signed statement from the owning agency on letterhead stationery acknowledging your eligibility for
reimbursement, if you are driving a state, county or municipal vehicle
If you drove to NETC, but you will not be keeping your car on campus, it must be registered on campus or
you will not receive reimbursement.




What if I am here for back-to-back courses?

o You will be housed in the same room for the entire length of the stay. If you stay off-campus and do not purchase a
meal ticket for the time between the courses, you must check out of housing after the first course ends (turn in the
keycard and remove your belongings), and be assigned a new room upon your return.

¢ If you choose to leave campus between courses, any additional expenses that you may incur shall remain your
responsibility.

LODGING

Must 1 call to make a lodging reservation?
e No, rooms are assigned once you are accepted into a course. Because of the random assignment, you may or may
not be lodged in the same building as your classmates.

e \We make every effort to ensure you have a single room. However, if the student count is high, you may be
doubled with another student. PLEASE DO NOT CALL TO REQUEST A SINGLE ROOM.

e |FYOUHAVE ADISABILITY AND NEED SPECIAL ACCOMMODATIONS, please contact the
Admissions office at least 2 weeks prior to your arrival on campus.

e Some buildings do not have elevators. If that is a problem, please contact Admissions at least 2 weeks prior
to your arrival.

Is there a charge for lodging?

e No, not if you are eligible for stipend reimbursement or if you are a DHS federal traveler (see “Reimbursement”
section).

e If you DO have to pay for lodging, the current charge is $30/day.

e NETC Housing accepts cash, personal check, travelers check, and credit card (American Express, VISA,
MasterCard and Discover).

What if | want to stay off campus? If you choose to stay off campus, it will be at your own expense. You will still
need to purchase a break ticket from the food service contractor for the length of your class.

What amenities are in each room?

Private bathroom

TV and clock radio

Refrigerator

Linens and towels, with daily housekeeping service.
Telephone with voice mail

A telephone jack is located in each room for dial-up Internet access. Check with your Internet Service Provider
(ISP) for local calling area access. Out-of-area ISP accessibility will require credit card, third party or collect
billing for access from NETC. You should consider bringing a longer cord (10 ft.) if you are bringing your laptop
computer. Some courses require students to bring reports or projects to be shared with the class. It is convenient to
bring that information in an electronic format. NETC can support CD-ROM, USB devices and 3-1/2” floppy
storage. USB devices will be scanned before being allowed to connect to Government equipment.

Additional costs you could incur during your stay:

e Laundry and vending machines; dry cleaner costs

e Recreation Association pass ($1) allows use of all recreation facilities and Pub (see section on NETC Recreation
Association)

e Class Shirts or Group Donations

e Off campus class dinners




Are there laundry facilities available?

e Yes, there are coin-operated washers and dryers in each lodging building (change available at the convenience store
on campus).

e You may purchase laundry supplies at the convenience store on campus.

Are family, friends or pets allowed in the lodging rooms on campus?

e No, only the assigned NETC student is allowed in the room. Relatives or friends are not allowed in the rooms,
and cannot be lodged on campus. Upon request, the NETC Housing Office will provide information regarding
local off campus accommodations; however, you are responsible for arranging and paying for those
accommaodations.

e Animals are not allowed in campus housing, except for seeing-eye and other service dogs. Please notify the
housing office at least 2 weeks in advance if you will be bringing a guide/service dog.

What time must | check out of my room? Check out time is 9:00 a.m. You may leave your luggage in your
room until 9:30 a.m., but it must be packed and by the door. When you return for your luggage, please do not use
the bathroom facilities if the room has already been cleaned for the next occupant. Please return your key card to
the front desk by 9:30 a.m.--you will no longer have access to your room after that time.

| DRESS CODE

It is each student's responsibility to use good judgment in selecting attire which projects a professional image, and
is appropriate for both climate differences and classroom activities. Generally, the standard is business casual.
NFA staff have the authority to make a determination that a student’s attire may be inappropriate. Students whose
attire is determined to be inappropriate will be required to change into more appropriate clothing before being
allowed to continue class.

Acceptable Attire for Classroom Settings:

e Males: Shirts with collars; dress jeans. Departmental uniforms; departmental T-Shirts; shoes and socks.

o Females: Dresses; blouses; slacks; capris; dress jeans; skirts; skorts; departmental uniforms; departmental
T-Shirts, and shoes.

Acceptable Attire for Graduation:

e Males: Suits; sports coats; dress shirts with ties or class shirts; dress slacks, or departmental dress uniforms.
o Females: Suits or dresses; blouses or class shirts with dress slacks or skirts; or departmental dress uniforms.

Shorts, tank tops, ball caps, etc., are not permitted in the classrooms, auditorium, or dining hall. Bathing
suits/trunks are not permitted outside the pool area. No mini skirts. Bare midriffs are not acceptable.



ADMISSIONS POLICIES
Attendance:
e You are required to attend all sessions of the course. If you do not, you may not receive a certificate and your
stipend may be denied.
e NFA students are limited to one reimbursable trip per fiscal year (Oct 1-Sep 30). If you wish to attend a second
NFA class (at your own expense) a letter to that effect must accompany the second application stating that you are
waiving your stipend reimbursement.

Substitutions:
e Substitutions for NFA courses are made from waiting lists; slots do not belong to the departments.

e All requests to consider an equally qualified person must be in writing and be accompanied by a completed General
Admissions Application (FEMA Form 75-5) for the substitute.

Cancellations or No-Shows: NFA’s mission for delivery of courses is impaired significantly by cancellations and no-
shows. It is very difficult and costly to recruit students at the last minute. Currently there is a 2-year ban on student
attendance for students who are no-shows or cancel within 30 days of the course start date without a valid reason. If
you receive such a restriction, your supervisor needs to send a letter to Admissions explaining the cancellation/no-
show.

NETC POLICIES/INFORMATION

Conduct:
e Federal Regulations (available at the LRC).
e FEMA and NETC Instructions (available at C Lobby, dormitory rooms, and on NETC Intranet web site).

Smoking:
e All buildings on campus are NON-SMOKING, with the exception of the solarium portion of the Command Post
Pub.

e |If you smoke in your room, you will be asked to leave campus, relinquish your stipend reimbursement, and be
charged to clean the room.

Medical services:

e All medical expenses are your responsibility.

e Local hospitals accept medical insurance identification, cash, check, or major credit card.

e If you do not have proof of insurance, expect that payment may be a prerequisite to possible treatment.
[ ]

International students should be prepared to pay for medical services in the event the hospital or provider does not
accept foreign insurance coverage.

Student Word Processing Center (located in D Basement):
e Provides IBM® compatible Microcomputers with Internet access and printing capabilities.
e  Systems utilize Microsoft Windows XP with Microsoft’s Office Suite 2003.

e The center is open from 6:00 a.m.-11:00 p.m. every day. There is a technician available Mondays-Fridays from
5:00 p.m.-9:00 p.m., and from 8:00 a.m. till noon on Saturdays.

Learning Resource Center: Located in Building N, the LRC provides current information and resources on fire and
emergency management subjects. With its collection of more than 100,000 books, reports, periodicals, and audiovisual
materials, the LRC facilitates and supports student and faculty research and supplements classroom lectures and course
materials. While classes are in session, the Schedule of Hours for the LRC is as follows:

Monday-Thursday  8:30 a.m. —9:00 p.m.

Friday 8:30 a.m. —5:00 p.m.
Saturday 4:00 p.m. —8:00 p.m.
Sunday 12:00 p.m.- 4:00 p.m.



Telephones:
e Qutgoing calls can be placed from your lodging room via calling card, collect, or third-party billing.

e You are not allowed to accept collect calls on campus phones. Any and all expenses related to phone use shall
remain your responsibility.

Faxes:
e Fax services are available at the convenience store for a fee.
e You may receive fax messages up to 4 pages in the Housing Office at (301) 447-1324.

e Anything over 4 pages will not be forwarded by Housing. Please use the fax service available at the convenience
store, or have it sent by overnight mail.

Automatic Teller Machine: Located in D basement outside of O’Leary’s Emporium, and at various locations off
campus. Inquire at the registration desk at Building C for additional directions.

Public Transportation: Limited service. Inquire at the registration desk at Building C.

Car Rentals: You may contact the campus convenience store at (301) 447-1493 to arrange car rentals at your expense.

NETC Recreation Association: On the NETC campus, the NETC Recreation Association operates a Pub providing
beverage and limited food service each evening. The Pub is a private club under Maryland liquor laws and membership
in the Recreation Association is required for service. The cost is $1.00 per campus stay and membership cards can be
obtained from the Pub. Other items provided by the Recreation Association to its members and funded by sale of
membership cards and Pub items include:

Athletic equipment such as softball equipment, volleyballs, basketballs, golf clubs, and fishing equipment
Keg service for special occasions such as cookouts

Propane and replacement parts for the gas grills

Acquisition and maintenance of the Christmas lights at the entrance to the campus
Karaoke entertainment

Maintenance of special stage lighting in the Student Center

Assistance with maintenance of the bicycles

Bicycle helmets

Maintenance of the billiard tables and equipment

Large screen television in the Pub

Games in the Student Center

NETC recreational activities include:
e Gym with running track
Exercise room
Swimming pool
Tennis/basketball/volleyball (sand and inside) courts
Bicycles are available in Building H for use by Recreation Association members

Nearby points of interest/recreational facilities (in season):
o National/State parks

Historic Gettysburg (tours available)

Golf

Swimming

Snow skiing




3 reimMBURSEMENT €83

Frequently asked questions/answers about reimbursement procedures are enclosed. Please read them carefully.
If you have any questions about your eligibility to receive a stipend please contact Admissions either by email at
netc-admissions@dhs.gov or by phone at (301) 447-1035.

Any exceptions to travel must be requested in writing and faxed along with documentation to (301) 447-1441,
AND approved in writing prior to making your travel arrangements. Otherwise, your stipend may be denied or
limited to the state ceiling amount.

Who is eligible for reimbursement?
e State or local government representatives
Recognized volunteer organization representatives
Active emergency management organization representatives
Representatives from State or local fire organizations

If you do not apply for a stipend reimbursement within 60 days following the course start date your
stipend
reimbursement will be denied.

Who is NOT eligible for stipend reimbursement?

e Federal government (federal students are subject to federal travel regulations and travel under orders prepared
by their office)

e Private Industry employees
e Employees who are contracted to Federal, State or local government entities (such as Rural Metro departments)
e Representatives of a foreign organization

How will I be reimbursed?
e Reimbursement will be electronically deposited into the checking or savings account that you identify.

e Reimbursement will only be made to an account that bears your name. You are responsible for
reimbursing your department, if applicable. This is a result of increased restrictions by the receiving
financial institutions.

¢ If you do not have a personal account, please contact the Admissions office prior to your arrival for
further instructions.

If I fail the course, will | be reimbursed?
o If eligible for a stipend, you will be reimbursed for the course you failed.

e If you reapply to either EMI or NFA and are accepted, no stipend will be paid for that course, and you will
be required to pay for lodging. Once you successfully complete a course, you will once again be eligible to
receive a stipend for future courses.

If | fly, what will | be reimbursed? You will be reimbursed the cost of a direct (no side-trips or extended stays), 21-
day prior to the course travel date pre-purchase, non-refundable ticket for round/trip transportation by common
carrier (economy coach class or less) for each course or back-to-back courses that you attend. Proof of non-refundable
fare is required!

o If you take side trips or travel outside of the defined travel days, your reimbursement shall be limited to no
more than the state ceiling amount as noted on the enclosed Reimbursement Ceiling Chart.

e To eliminate the perception of misuse of government funds, FIRST CLASS, BUSINESS CLASS and
REFUNDABLE AIRLINE TICKETS WILL NOT BE REIMBURSED AT FULL FARE, unless you request,
in writing, an exception PRIOR to making your travel arrangements, and have received a written approval.
Otherwise, your reimbursement will be limited up to the state ceiling amount.

e Itisyour responsibility to find the cheapest ticket available. Failure to do so may result in your
reimbursement being limited to the state ceiling amount.
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e Use of frequent flier miles toward the purchase of a ticket is NOT reimbursable.

e Flight or ticket insurance is not reimbursable.

e [f any portion of your airfare is subsidized by another source, that portion is NOT reimbursable under the
Stipend program.

If I drive, what will 1 be reimbursed? You will be reimbursed the current Privately Owned Vehicle (POV) Federal
mileage allowance, or the state ceiling, WHICHEVER IS LESS.

POV mileage is subject to validation.

If you do not register your vehicle with the Housing Office, reimbursement for POV mileage may be denied.
¢ If someone is dropping you off, you must have the vehicle verified by the Housing office prior to the vehicle
departing campus, or your stipend will be denied.

If you carpool with another student, only the driver will be reimbursed.

If you drove a rental car instead of your POV, your reimbursement is limited to the POV allowance.

If | take a train or bus, what will | be reimbursed?
e Your reimbursement is limited to the cost of the ticket, not to exceed the state ceiling amount.
e You must provide copies of the tickets actually used.
e Reimbursement shall not include costs for sleep accommodations or for transport of vehicles on the train.

If | save money on my airfare, will | be reimbursed for extra expenses? Yes, but ONLY if your class is 5 days or
less in length with no Saturday stay over, and you save a minimum of $250 off the cost of a 21-day prior to the
course travel date pre-purchase non-refundable round trip economy class common carrier ticket. To do this, submit
written documentation of the savings -- this can consist of itinerary copies of both the original price and the cheaper
fare, OR copies of both fares from the Internet. Comparisons should be of like travel. If you do not acquire written
approval from Admissions prior making your travel arrangements, the extra expenses will not be reimbursed. The
following options apply if your request is approved:

a.) You may stay on campus 1 night prior to your regularly scheduled arrival date if lodging is available and
you have received written approval to do so.

e Please contact the NETC Transportation Department to see if there will be shuttle service available on your
travel date. If you carpool using a rental car, the rental agency must list (as drivers) all eligible students claiming
reimbursement on the rental agreement or only the driver will be reimbursed.

b.) You may stay in the Baltimore/DC metro areas before or after your course.

e If you save at least $250.00 in airfare as noted in the terms above, you may be reimbursed up to $90/day (2-day
limit for savings over $500) for lodging or transportation expenses. Original receipts must be provided. If you
carpool from the airport using a rental car, all students claiming reimbursement must be listed (as drivers), by
the rental agency on the rental agreement or only the driver will be reimbursed.

° If you stay after your course ends, ask for a Stipend Agreement Amendment (FEMA Form 75-3a) when you
register. When you return home, mail it with original hotel or transportation receipts to Admissions, Room
1-216, 16825 South Seton Avenue, Emmitsburg, MD 21727 within 60 days of the start date of the course, or
reimbursement WILL BE DENIED.



B FOOD SERVICE

Must | purchase a meal ticket?

e [fyou stay on campus, you must purchase a meal ticket. If you do not, you will be
asked to vacate your room on campus. You will then be responsible for your off-campus lodging costs,
and we will deny your request for stipend reimbursement.

e [fyou stay off campus, you must purchase a break ticket, currently $3 per day.

What is the cost of my meal ticket?
e Your meal ticket cost is identified in your acceptance letter.
e Meals other than those included in your meal ticket are to be paid for by cash.

What if I’'m here for back-to-back courses?
e Your meal ticket includes the time between the two courses.

e If you stay off campus between the two courses (vacating your room), you must notify the food service
Contractor before purchasing your meal ticket for the first course. If you do not, you will be charged the full
amount. (Refer to information under “Registration.”)

How do | pay for my meals?

Cash

Traveler's checks

State or Local government checks payable to the food service contractor

Advanced payment by department check. Please notify your department to include: your name, course
code and course date on the check, and send it to the food service contractor at Building K, 16825 South
Seton Avenue, Emmitsburg, MD 21727. Please call the food service if you need their Federal Tax ID#.

e Purchase order payable to the food service contractor
e Credit card (MasterCard or VISA) (Minimum charge of $6)
e The food service contractor DOES NOT accept personal checks.

What if | will not be on campus for the first and last meal identified as part of my meal ticket? You must notify
the food service contractor at least 1 week prior to your course start date. If you do not, you will be obligated to pay the
full amount.

May | get a refund on my meal ticket? There are no refunds except for emergency departures!

What if I’'m on a special diet? Please call the food service contractor or fax your request to (301) 447-6944 at least
2 weeks prior to arriving at NETC. They will make arrangements to meet your needs. If you don’t make arrangements
prior to your arrival, you will be responsible for purchasing the normal meal ticket.

What happens if the bus arrives after the dining hall has closed?
e The food service contractor will provide you with a boxed dinner.
e Snack food is available at the Command Post Pub.
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CONTACT INFORMATION

How do | get a telephone call? The caller may dial your direct extension (301) 447-xxxx. If requested, you will
be provided with your extension at check-in. Numbers are NOT given to anyone else.

For non-emergency situations, the caller may dial (301) 447-1048. The Student Coordinator will either
transfer the call to your room or take a message and place it on the message board located in ‘C” Lobby,
which you should check daily.

NETC will not accept personal telephone calls to students from the (800) number. Family members should
dial (301) 447-1000 to contact a student.

You may NOT accept collect calls. To do so may restrict you from attending future EMI or NFA courses.

What if the call is an emergency?

The caller should state that the call is an emergency.
The message will be delivered to you immediately unless you are not on campus.
If you are leaving campus for a period of time, you should notify security where you can be reached.

If you must return home due to an emergency, check out with the Housing Office in Building C before you
depart the campus!

How do | get mail?

Mail is delivered to C Lobby Monday through Friday, except Federal holidays.

All packages are x-rayed and no delivery is provided on weekends or holidays.

Letters or packages should not be mailed to reach NETC before you arrive, since mail-holding areas are not
available. Mail received when you are not on campus will be automatically returned to the sender.
Outgoing mail should be deposited in the mailbox located near Building K (Dining Hall). The NETC
Mailroom cannot mail outgoing items for students.

Address:

(Your name)--Student

National Emergency Training Center

Building C, Room (Room numbers are provided upon arrival)
16825 South Seton Avenue

Emmitsburg, MD 21727-8998

Homeland
Security

National Emergency Training Center
16825 South Seton Avenue
Emmitsburg, Maryland 21727
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10.

11.

12.
13.

14.

15.

16.

Effective August 9, 2006
FREQUENTLY ASKED REIMBURSEMENT QUESTIONS

Why must | be reimbursed electronically? Public Law 104-134 mandates that after January 1, 1999, all Federal
payments shall be made by electronic funds transfer unless a waiver is obtained from the Secretary of the Treasury.

If my organization paid for my ticket, may | request that the reimbursement go to them? Due to increased
restrictions by the receiving financial institutions, money should only be deposited into an account bearing your name. You
may then reimburse your organization.

What if | don’t have a checking account? The money can be deposited into a savings account. Please call the
Admissions Office (301-447-1035) and we will send you a form to complete. If you don’t have a checking or savings
account, you MUST submit a letter stating that fact, and a check will be sent to your home address. However, your
reimbursement may take longer up to 12 weeks.

How will I know when it's deposited? The entry in an account may differ from bank to bank, but most likely it will
be listed as “FED SALARY, FEM2, or TREAS” and will probably NOT have your name next to it.

How long will it take for me to receive reimbursement? The reimbursement should be made to your account no
later than 6-8 weeks from the course start date. If after 8 weeks you still haven't received your reimbursement, please
call the Admissions Office at (301) 447-1035 or email us at netc-admissions@dhs.gov to check on the status of your
claim.

What would delay my stipend being processed? Not having any of the following: 1) your airline ticket; 2) itinerary with
ticket number and payment made (ticket number pending is not acceptable); 3) POV information; 4) request from your
organization for reimbursement or 5) the appropriate direct deposit information. If you bank with a credit union, please
have them confirm your routing and account numbers.

What would reduce my stipend claim? Your stipend might be reduced if you purchased a refundable, first- or business-
class ticket; took side trips or had extended stays; or purchased your ticket within 21 days prior to the course travel date.

What if | am submitting an electronic airline ticket? You must submit the itinerary receipt (listing the ticket number and
showing that payment was made) at registration. If the itinerary does not identify that the ticket is non-refundable, you
need to provide us with documentation that the ticket is either non-refundable or the cheapest fare available at the time
you purchased your ticket. If you do not provide the documentation to us, we will only reimburse up to your state’s ceiling
amount.

Will I be reimbursed for the airfare if frequent flyer miles are used? Frequent flyer miles cannot be reimbursed
because you would not be incurring out-of-pocket expenses.

What do | need to provide if | take a side/extended trip? If the cost is less than your state’s ceiling amount, you will be
reimbursed for the cost of the ticket. If the cost is higher than your state’s ceiling amount, your reimbursement will be
limited to your state’s ceiling amount.

Do I receive reimbursement for parking, shuttles and travel between my home and my local airport? No, those
expenses are part of the student’s share of the stipend program.

Will | be reimbursed for my meals? No, that expense is also part of the student’s share of the stipend program.

What is the driving mileage allowance? Your reimbursement will be limited to the current POV Federal mileage
allowance, or the state ceiling, WHICHEVER IS LESS. POV mileage is subject to validation.

What information should | bring when driving my Privately Owned Vehicle (POV)? You must show a picture 1D
(we recommend you bring two in case our security level is elevated), registration card, and have your odometer
readings and license tag number PRIOR to receiving your room key. Some states do not require the registration to be
in the vehicle. However, you must submit a copy of your POV registration to be eligible for a stipend.

What documentation do | need if | am driving my organizational vehicle and they want to be reimbursed for
my mileage? In addition to the information listed in question #14, you also need a statement from your organization,
on organization letterhead, stating that you are authorized to drive the vehicle and they would like you to receive
reimbursement. If you carpool with another student, only one driver will be reimbursed. As stated in #2, the
reimbursement will be made to your account. You will be responsible for reimbursing your organization.

What if I'm driving with family, and they will be using the car off campus while I'm at NETC? You must register
your car on campus prior to your family taking the car off campus or you will not be eligible for reimbursement.
12



FY 07/Effective October 1, 2006

THIS TABLE WILL BE USED TO DETERMINE REIMBURSEMENT FOR NETC STUDENTS WHO:

o Drove or traveled by bus or train

¢ Did not purchase or show proof of non-refundable fare

e Purchased tickets less than 21 days prior to course travel date e Took side-trips or had extended stayovers

STATE SAT STAYOVER NO SAT. STAYOVER
AK — Alaska $855.00 $920.00
AL — Alabama $365.00 $405.00
AR — Arkansas $360.00 $500.00
AS—American Samoa $2275.00 $2275.00
AZ — Arizona $480.00 $535.00
CA — California $470.00 $545.00
CO — Colorado $400.00 $430.00
CT — Connecticut $215.00 $300.00
DC — District of Columbia $100.00 $100.00
DE — Delaware $145.00 $145.00
FL — Florida $375.00 $480.00
GA — Georgia $330.00 $440.00
GU—Guam $2170.00 $2170.00
HI — Hawaii $1075.00 $1105.00
IA — lowa $365.00 $445.00
ID — Idaho $520.00 $535.00
IL — lllinois $260.00 $375.00
IN — Indiana $270.00 $270.00
KS — Kansas $325.00 $370.00
KY — Kentucky $250.00 $310.00
LA — Louisiana $430.00 $430.00
MA — Massachusetts $200.00 $285.00
MD — Maryland $100.00 $100.00
ME — Maine $345.00 $400.00
MI — Michigan $410.00 $410.00
MN — Minnesota $400.00 $500.00
MO — Missouri $310.00 $360.00
MP—Saipan $2925.00 $2925.00
MS — Mississippi $355.00 $355.00
MT — Montana $600.00 $600.00
NC — North Carolina $300.00 $335.00
ND — North Dakota $505.00 $650.00
NE — Nebraska $350.00 $525.00
NH — New Hampshire $185.00 $200.00
NJ — New Jersey $175.00 $175.00
NM — New Mexico $435.00 $435.00
NV — Nevada $450.00 $520.00
NY — New York $220.00 $210.00
OH — Ohio $270.00 $270.00
OK — Oklahoma $350.00 $465.00
OR — Oregon $470.00 $480.00
PA — Pennsylvania $145.00 $145.00
PR—Puerto Rico $800.00 $800.00
RI — Rhode Island $200.00 $200.00
SC — South Carolina $325.00 $300.00
SD - South Dakota $550.00 $550.00
TN — Tennessee $335.00 $335.00
TX — Texas $400.00 $410.00
UT — Utah $505.00 $505.00
VA — Virginia $175.00 $190.00
VI—Virgin Islands $905.00 $905.00
VT — Vermont $300.00 $340.00
WA — Washington $500.00 $500.00
WI — Wisconsin $300.00 $355.00
WV — West Virginia $200.00 $200.00
WY — Wyoming $590.00 $600.00
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